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SPEAKER BIOS

Saajan Bhakta, PhD (Psychology)

Former Director of Employee Experience at VetCor

Dr. Saajan Bhakta holds a bachelor’s degree in Psychology, a master’s degree in Criminal
Justice from Wichita State University, and a PhD in Psychology from Chicago. Specializing in
neuropsychology, his passion for understanding brain science spans diverse cultures. Currently
an Associate Professor at the Kansas College of Osteopathic Medicine, he supervises global
psychological research. With gratitude, Dr. Bhakta has travelled to 25+ countries, studying and
working. For the past 8 years, he’s been deeply involved in veterinary medicine, most recently
serving as the Director of Employee Experience at VetCor, supporting well-being for 15,000+
veterinary professionals across the US and Canada.

Jason Coe, DVM, PhD

Professor Department of Population Medicine, Ontario Veterinary College, University of Guelph

Jason is internationally recognized for his leadership in researching and teaching clinical
communication in veterinary medicine. After graduating from the Ontario Veterinary College
(OVC) in 2001, Jason returned to the College from mixed-animal practice to complete a PhD in
veterinary communications in 2008. Currently, Jason is a Professor and the VCA Canada Chair

in Relationship-Centred Veterinary Medicine at OVC, where he has published over 100 peer-
reviewed journal articles and coordinates the clinical-communication curriculum across all 4
years of the veterinary program. In 2022, he founded the research program Relationship-Centred
Veterinary Medicine at the Ontario Veterinary College (https://rcvm.uoguelph.ca/).

Jen Gale, BVetMed

Carbon Literacy Trainer and Founder of Sustainable(ish)

Jen qualified from the RVC in the UK in 2004 and worked in small animal practice for over 10 years.
In 2012 she and her family spent a year buying nothing new and following this ‘ecopiphany’. Jen
now works full-time in sustainability. She runs the Sustainable(ish) platform, hosts a podcast by the
same name, and is the author of The Sustainable(ish) Living Guide. Jen is a Director at Vet Sustain,
and a qualified Carbon Literacy Trainer, delivering Vet Sustain’s Carbon Literacy course that has
been designed specifically for the veterinary profession.
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Bashore Halow, CVPM, LVT

Business Advisor, Halow Consulting

Bash is a graduate of the College of William and Mary, a certified veterinary practice manager
and a licensed veterinary technician with 23 years of experience. He is a frequent contributor to
DVM 360, Vetted, AAHA Trends and Today’s Veterinary Business. He is a member of the advisory
board for the Fetch360 veterinary conferences and has been an invited speaker at all the major
U.S. veterinary conferences. In 2018, he addressed the Veterinary Management Association at
the House of Lords, London. Recently, Mr. Halow was the recipient of the Pennsylvania Veterinary
Medical Association’s President’s Award for management education in the state of Pennsylvania.
His company, Halow Consulting, has worked with dozens of corporate and privately owned
practices throughout North America.

Natasha Janke, PhD, Postdoctoral Fellow

Relationship-Centred Veterinary Medicine, Ontario Veterinary College, University of Guelph

Natasha Janke is a postdoctoral fellow and sessional lecturer at the Ontario Veterinary College
(OVC) and is a member of Relationship-Centred Veterinary Medicine at the OVC research team.
Her research spans from clinical communication to team-based veterinary medicine, and in 2021-
2022 Natasha investigated a 15-month in-practice communication training intervention, helping
to bridge the gap between research and practice. Natasha has been recognized as the first in
veterinary medicine to be accepted into the prestigious Putnam Scholars Program of the Academy
of Communication in Healthcare.

Elaine Klemmensen, DVM, CEC

Founder, Evolve Leadership Coaching & Consulting

Elaine is a speaker, coach and visual facilitator on a mission to help veterinary professionals engage
in conversations that matter. Building on a successful career in veterinary medicine, Elaine is
dedicated to helping the humans behind the hospital door. She holds certification in Values-Based
Leadership, Executive Coaching, Strategic Visioning and the Art of Hosting facilitation training.
Elaine lives in the beautiful West Kootenays and when not telling stories or learning something new,
she is most likely exploring the world by bicycle with her husband Rob, and dog Eddie.

Yan Markson
TedX Speaker and Mentalist

Yan Markson is a speaker, perception strategist, and professional mentalist that explores the
mental mechanisms behind perception, communication, innovation and growth mindset. For over
10 years Yan was head of marketing & communications at an award-winning Predictive Analytics
and Al software company and consults businesses on marketing strategy, communications and
innovation. Yan has presented and performed for hundreds of the top companies in the world, on
TEDx, as well as on national TV shows in 3 countries.
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Lee-Anne McAlear, HonsBA

The Centre of Excellence in Innovation Management Program Director, Schulich Executive Education
Centre Program

Lee-Anne is the Program Director at the Centre of Excellence in Innovation Leadership, Schulich
School of Business, York University where she's been for 12 years. Her expertise spans a wide
spectrum of innovation domains and she has a broad range of clients in both the private and public
sectors. Lee-Anne is a Partner at Current Organization Inc, a prominent Toronto-based innovation
house. She is also a Featured Speaker with the National Speakers Bureau and author of innovation
articles and book chapters on creativity. She has extensive international experience, having
worked in 34 countries to embed, implement, and sustain innovation and is well-traveled with
visits to over 100 airports worldwide. Lee-Anne is an accomplished late-blooming watercolorist
with three sold-out art shows, a George Brown-trained cook and an apprentice in Japanese flower
arrangement.

Kat Sutherland, PhD, Postdoctoral Fellow
Relationship-Centred Veterinary Medicine, Ontario Veterinary College, University of Guelph

Kat is currently a postdoctoral fellow with the Relationship-Centred Veterinary Medicine at

the Ontario Veterinary College (OVC) research team and is an instructor in OVC's Medical
Communications Program, where she enjoys working with student veterinarians to refine

their communication skills. Kat’s research focuses on understanding how veterinary-client
communication can be enhanced to improve the quality of life for pets. Her research includes the
development and evaluation of a 10-hour continuing education program designed to enhance
veterinary professionals’ communication in small animal veterinary practice, with emphasis on
obesity-specific communication.
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BASIC PRACTICE HEALTH SCREEN:
THE PROFIT AND LOSS STATEMENT

EXAMINING YOUR HOSPITAL'S FINANCIAL (AND CULTURAL) HEALTH
Q Bashore Halow, CVPM, LVT | Business Advisor, Halow Consulting

This Hour

Basic Practice Health Screen: The
Profit and Loss

Specifically...
e Growth

e Gross revenue .
» Net earnings ¢ Leadership and staff

* New clients performance

* Progress towards goals * Client compliance
¢ Loyalty (client retention)

+ Care « Popularity (website data)
* Availability * Engagement of your team
e Extent
e Compliant with

accepted standards

Understanding Reports

Your most valuable asset when evaluating reportage is
your curiosity. If you do nothing else, when reading
your practice reportage, ask yourself, “Why is this so?”

Pt
288 OLTERINARY 9
@ f;fﬂ MEDICAL greatideas
Q M’V ASSOCIATION CONFERENCE
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Overview:
It’s more than just numbers

Like a wellness panel, viewing your hospital’s baseline
through financial and performance reportage brings
more context to the day-to-day observations of your
business.

Standard Reports

Profit and Loss Referral report
Practice Summary Payroll

(invoices, avg invoice, End of Day

new clients, etc.) Inventory/service
Category sales sales information
Metrics and sales by Google analytics
doctor dashboard (visits,
Discount, voids, fee bounce rate,
exception reports referrers, etc.

Profit and Loss

2



The Four Twenties

Gross Revenue 100%

Minus ., co6s < 20%

+DVM salary < 20%

+Support salary < 20%

«Fixed costs < 20%
Equals +Net profit= 20%

Ensure that accounting is accrual

There are 7 classes of expenses

* COGS

» Payroll

« Employee benefits

* Continuing education
* Occupancy

* Equipment

* Administrative

"""‘ ® VETERINARY Qo
,ﬁq ié« MEDICAL greatideas
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Fixed Costs

g8 « Usually $6-$10
per minute!

How Do You Manage Inventory at a Veterinary Practice?

by Bash Halow | Jun 9, 202

AALARAAN!

Uncategorized

Direct Cost

Direct Costs

» Direct costs are an
item’s cost/revenue.

Category Performance | Benchmark

Direct cost

s benchmarks for main
i
stream items are

10/6
reliable.
— .
« A direct cost of 25%

= means that for every

EMPLOYEE BENEFITS

25 cents you spend,
you earn 1 dollar on
the sale.

Benefits

* Usually 3-6% of

gross revenue.

This benchmark

may be lagging

behind recent

benefits programs
designed to retain
employees.

2



Continuing Ed. Occupancy

OCCUPENCY EXPENSES

High. Not sure why it isn't as proportionately high ot [l Are there

more crployeesat his lcation’ * Usually < 3% of N o * Look for savings
gross : ‘ in utilities
Take into

* Best to support

C.E. that aligns “ consideration
with practice the own-versus

00%

e goals. : rent s_tat_us of
o { : ] B the building
s some ling ncs or h Cll Gt n e reprt. e Normalize repair
1 s : costs

Equipment == Admin

Look for savings in phone costs.
Check cc processing fees
(1.8%).

Check ROI on advertising.

Verify building supply costs are
separate from hospital supplies.
Expected net is 15-20% of gross
revenue.

* Costs incurred for fairly big ticket items Keep in mind that the P&L does

like ultrasound or X-ray, rental costs, (et il SRl @ I

R K Normalize depreciation
maintenance for such equipment, etc. T R fr e R ey
No reliable benchmark

EQUIPMENT EXPENSE

Depreciation and Amortization Recap

[Depreciation 148,081.98

~—— We are reviewing a Profit and Loss statement.
[Payroll processing 8,055.11 There are 7 classes of expenses in a P and L.
There are benchmarks for each of these classes.
* Depreciation is the deduction of a When our net return is low, we can break costs

tangible asset over time. d into 7 bsets to | kf h
Amortization is the deduction of an (@XM 0_ SRS B Uetelsifels re?sons W_ Y-
intangible asset over time. The two biggest expense classes in a Profit and
Neither expense represents realtime Loss statement are...?

cash flow and are added back into the
net return of a business. Payroll and COGS

ONTARIO 9 @
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ADDITIONAL DIAGNOSTICS:
INTERPRETING YOUR PIMS AND OTHER
PERFORMANCE REPORTS

EXAMINING YOUR HOSPITAL'S FINANCIAL (AND CULTURAL) HEALTH

This Hour

Additional Diagnostics: Interpreting
PIMS and other reports

Category
Sales

Very reliable
benchmarks for
many category sales
Ensure they are set
up correctly in the
software (AAHA-
VMG COA)

* Practices usually have four ways to discount:
+ Change prices (fee exceptions)
* Programmed discounts (Senior citizen, military)
* Manual entry (negative-value line item)
» Discount code
* Go through all!
« Moving forward, only discount with a code

N,
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§  Bashore Halow, CVPM, LVT | Business Advisor, Halow Consulting

Summary Report

Contains major metrics: gross sales,
payments, invoices, avg. invoice,

new clients, etc.
* No reliable benchmarks for new

client #’s
« Avg invoice (opposed to patient
invoice) is more frequently

benchmarked, but is more likely to
be unhelpful.

* Most of these data points should be
evaluated for change over time or
measured against your practice
goals.

Doctor-to-
doctor stats

* Look for wide spreads

in numbers between

associates.

Use the information to

ask good questions,

never punitively.

Additional Metrics

Track reminder compliance over
time (70%+ satisfied after 6 months)
Check that sales = deposits

Check accts. rcvb.

Referrals




Referrals Additional Metrics (Cont’d.)

. Refe_rral informa.tion is vital
e * Inventory-to-service sales
R e ratio (20/80)

enough information. Find -
out what was the deciding L4 CheCk that |nventory and
S Service Ad factor. . .
O Newspaper/Online Newspaper « Train your staff to pay service sales are reportlng
) Billboard special attention to new
) Word of Mouth clients and phone accurately
shoppers.
* Don’t be shy to ask for
referrals or reviews.

910N 3pIS

Additional Metrics (Cont’d.)
Additional Metrics (Cont’d.) Website

Revenue/Labor hour= > : * Use a ‘Grader’
— * On Google
$1 00/hr : Analytics, look
*Support staff minutes of | -
. . v— po——— isits
|ab0r/ # invoices = < 110 Bounce rate
minutes/ invoice i Search sources

Pages visited

Websites Recap

 Think of your websites as new What percentage of gross revenue is the
client acquisition tools average Cost of Goods at a well-run hospital?

20%
Th hould answer n ] .
2 Sl 6 E el eet] 28 What percentage of gross revenue is the total

incite a CTA . i payroll at a well-run, general practice?
They should facilitate client 40%

education, support What percentage of gross revenue is the
compliance, and manage average net profit at a well-run hospital?
appointments. 20%

910N 3pIS

Recap (Cont’d.) Recap (Cont’d)

» What are the four twenties?

» COGS, Doctor costs, Support Staff costs, Fixed
costs

» T or F: A profit and loss statement includes
business loan payments.

» False

* Why would you want to compare sales by
doctor? What would you look at?

* How would you approach talking to a doctor
about sales?

{;}‘fg_{s ONTARIO 9 ©
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TREATING THE FINANCIALLY
OR CULTURALLY ADRHOSPITAL

EXAMINING YOUR HOSPITAL'S FINANCIAL (AND CULTURAL) HEALTH
Q Bashore Halow, CVPM, LVT | Business Advisor, Halow Consulting

This Hour:

Treating the Financially ADR Hospital

A Healthy Net Profit

. Have you been compensated for your leadership
efforts?

. Today’s RISK FREE rate is 5%, why invest in a risky
business when you can buy a risk-free treasury, sit
back, and let the money roll in?

. Opening your new practice is expected to cost you 1
million dollars. How much above the risk free rate do
you expect to be compensated for sticking your neck
out?

. Remember that net profit does not include debt service.

We're down 15% over same time
last year.

The month’s reportage shows that you are down 15% over
last year. List all the potential reasons why.

f‘ A
»5;,4 ONTARIO
ﬁﬁ@ f)(’ N ETERINARY great ideasQ
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What is a healthy profit for a
veterinary hospital?

You’ve finished your 5th year as a practice owner. After
all expenses listed on a profit and loss statement have
been paid (including a respectable salary for your work
as a doctor) you have net profit margin of 5%. That is
to say that of the 1M dollars in revenue that your
practice generated, you have 50K left in the bank. You

happy?

A Healthy Net Profit (Cont’d)

. Most agree that 18-22% net profit is worth the risk.
. Ensure that the net profit number has been adjusted to

reflect true expense.

. In today’s market, every dollar of net profit is worth at

least 8 dollars of practice value.

Troubleshooting Sluggish
Growth/Low Profit

. Ensure you’re taking into account any anomalies like missing

a doctor, a Pandemic, etc.

. Reminders are turned on and working properly

. Check reminder compliance

. Check void and fee exception reports. Confirm that sales
data equals deposits.

. Confirm that there are no drastic changes in Summary
Report values (# invoices, avg. invoice, new clients, etc.)

. Confirm that there are no drastic changes to doctor stats.




=0k =

Troubleshooting Sluggish
Growth/Low Profit (Cont’d.)

Ask front desk about phone shoppers and cancellations.
Ask front desk about record transfers

0. Confirm there are adequate openings in the schedule. And
that more time isn’t being blocked out.

11. Confirm that hours before closing are booking up.
12. Do room audits.

1
1

3. Do chart audits.
4. Check how your practice appears online.

Sluggish Growth/Low Profit (cont'd.)

(Cost/sales)

*Total Labor: 40%

*Docs: 16-20%

*Taxes and benefits 10%

*Facility costs <10%
*Revenue/Labor hour= > $100/hr
*Support staff minutes of labor/ #
invoices = < 110 minutes/ invoice
*Break-even fixed costs usually
add up to $6-$10 dollars per
minute!

Sluggish Growth/Low Profit (cont'd.)
Website/ Social

Views/month= 3-5K

Bounce rate 30-40% (much higher if blog heavy)
CTR= >6%

CTA= >3%

>3 page views per session

Pay attention to Google Ads ROI!

Ensure the About Us page looks good

After clients find you, almost all read reviews.
Ensure you are addressing bad reviews online.

Sluggish Growth/Low Profit (cont'd.)
Payroll
*Ensure that payroll hours are reporting

accurately to payroll processing.
Investigate O.T.

<
b
-

Confirm that phones are being answered in a timely fashion.

Sluggish Growth/Low Profit (cont'd.)

Common Direct Costs
(cost/sales)

Category Benchmark

[ imaging |

*Pharmacy 40-45%
eLab 25%

eDiet 65-80%

*Total Direct 20-24% (of
dross revenue)

Sluggish Growth/Low Profit (cont'd,)

Sales as a % to gross

*Pharm 22%

*Lab 20%

*Imaging 6%

*Surgery 4%

*Diet 3%

*Dentistry 4%
*Inventory/Services= 20/80

Sluggish Growth/Low Profit (cont'd.)

Inventory

*Audit inventory orders
*Match packing slips to invoices, track
inventory through the software.

Sluggish Growth/Low Profit (cont'd,)
Pricing

According to the CPI calculator, inflation is up by

18.25% since Sept. 2020.

Ensure your pricing targets margin, not markup.

Markup formula is Price-cost/cost

Margin formula is Price-cost/Price

Formula for pricing is Cost/ 1- Desired margin

(written as a decimal).

Example: 20% Margin on the price of something that

costs 100 dollars is $125 or 100/1-0.20= 100/0.80=

$125.00




Sluggish Growth/Low Profit (cont'd.)
Pricing (Cont’d.)

¢ Pricing is best thought of in bundles

¢ Train your team to tell the story behind
pricing, not to read items line-by-line.

« Discuss services in intangible, not tangible
terms

Recap
Why do hospital owners expect so much net
profit from their practices?
Risk free rate of return, risk premium, the
heightened value of net profit in terms of
practice value.
Are our profit goals expressed in margin or
markup?
Margin. Margin is where we are going, markup is
how we get there.

Y
£ o, 0
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Emphasize Intangible Benefits

Tangible Intangible Cost

Little plastic tube that Part of our anesthetic
Catheter allows us access to safety package that is $35.00
your cat's vein. critical to your pet’s care

. Personalized nursing by a
Hospitalization EXeyidavlvoipetatayalin licensed technician before and $95.00
one of our hospital cages,  after your pets procedure,
you get charged. Provides reassurance, comfort
and safety. We do this until he is
well enough to go home.

Medication Charge  Every time your pet )
gets a pill, you geta Safe, stress free, timely
bill. administration of your pet’s
medication and monitoring by
licensed tech

1530
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A WHOLISTICAPPROACHTOA
FINANCIAL WELLBEING

EXAMINING YOUR HOSPITAL'S FINANCIAL (AND CULTURAL) HEALTH
Q Bashore Halow, CVPM, LVT | Business Advisor, Halow Consulting

This Hour:

An Wholistic Approach to Financial
Wellbeing

Cycle of Service

Y (G fagin
Other 360 on the appt.

Client Experience

e Start with an interest in listening, caring, and helping the
client with her needs.

¢ Add your thoughts about an action plan based on your
knowledge and your assessment of this patient in front of
you.

o7 U the web

~

Invoicing

Make a straight-forward recommendation
AT, Wait for a verbal or physical cue that is okay to proceed.
il Don't argue with a client about your position. Ask
‘ questions to find out more about her position.
- <« & Target education to the client’s specific concerns.

Concessions to Employees Patient History/Education

¢ Despite concessions on pay, the work schedule, and how
appts. are scheduled, team members are saying they are
‘stressed'. What is really going on?

¢ At most practices, Fear Free, takes more time, but
doesn't cost more money. Have you considered how to
make up for the lost revenue?

{}‘fﬁk ONTARIO 9 ©
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Pre-Visit Ques

Are you a new or existing client?

New

Owner First Name * OwnerLastName *

Email * Phone *

Whatis the name of the pet we are seeing today? *

han one pet

lease complete a second form.

(o}

Stool: Check all that apply
No changes to stool habits
Diarrhea
Much darker than usual
Firmer than usual
Having accidents in the house

I don't know. My pet hasn't lived with me long enough.

Previous

Schedyle

10‘10'30 Haloy, g
° 1 0:30_11 ash
M-11:.30  ——
\

“Rye»
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Are you a new or existing client? *

New © kisting
Owner First Name * Owner Last Name *
Email * Phone *

Have we seen this pet before? *

Yes No

Whatis the name of the pet we are seeing today? *

If we are seeing more than one pet, please complete a second form.

Fleldls marked with an * are.

Reason for today's visit *
Annual wellness exam
A puppy, kitten, or newly adopted pet
© Amedical condition that requires care
Medical recheck
Westway prescribed treatments, diagnostics, additional vaccines, or surgery

You Have Selected "A medical condition that requires care™
IMPORTANT: If your pet is experiencing any of the following symptoms, call us immediately. If it is past our hours of operation, use the contact numbers.
atthe bottom of this field for immediate veterinarian supervision.

Unable to move
Difficulty breathing

Difficulty walking

Excessive bleeding

Inability to urinate or howling when trying to urinate

Hit by car or any significant trauma

Exposure to excessive heat (especially flat-faced dogs or cats)
Suspected poisoning

Seizuring

Sovero vomiting o diarrhoa (ospecially in patients <10 Ibs)

Non Urgent Signs

If your pot is experiencing any of the following symptoms or signs, you will have an opportunity to tell us more later in the form

|
10

Stool: Check all that apply
No changes to stool habits
© Diarrhea
Much darker than usual
Firmer than usual
Having aceidents in the house

1 don't know. My pet hasn' lived with me long enough

BRING A STOOL SAMPLE

You selacted a choice that indicates your pet may have an intestinal parasite. Please bring @ sample of your pet's stool. You can pick it up with a plastic
bag invert the bag, tie it, and bring it in at the time of your pet’s visit

Have you noticed any blood or mucous in the stool. Check all that apply
Mucous
Blood

None or f'm not sure

Describe the appearance of the diarrhea

If you select other’, you can use the fieid below to tell us more.
Watory

Pudding like

Soft but formed
Othar

12

Efficiency
Dictation/Templates
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Efficiency

Motivators

Intrinsic motivators Extrinsic motivators

* A sense of Lunch
accomplishment Money
Personal growth Time off
Acceptance Prizes
Belonging Gift card
Part of something Candy

great, etc. Tickets t0 an-event, etc.

Fatigue, anxiety, feeling
less in control, poor

I Jjudgement and accuracy

Exhaustion, burnout,

physical and mental
Lnealth problems

Optimum

Performance

Boredom

Level of pressure and demands

19

Employee Accomplishment and
Growth

*The basics (food, housing, health, etc.)
*Social connection (love, safety, support,
etc.)

+Self actualization

Should you push people to grow?

Teamwork

*Requires structure and practice.

*Requires and environment that is
supportive, safe, and fair.
*Requires‘'employees to buy.into the Mission
and take responsibility for their own junk.

Employee Happiness Agreement

| agree that | am engaged by 3 things:

¢ Helping clients and the pets they own;
* Problem solving, learning and growing;
¢ Doing the above 2 things in the company of like-minded others.

Employer promises to help achieve the above inside a culture where:
* You can work to the best of your ability at a nourishing job;
« Employees feel safe and liked by their peers;
* Employees have a voice;
¢ Employees are helped to grow and rewarded for growth;
¢ And fairness predominates.

21
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ITSTARTS WITH TRUST

LEADERSHIP & COACHING

Q_; Elaine Klemmensen, DVM, CEC | Founder, Evolve Leadership Coaching & Consulting

Trust is the foundation upon which all our relationships
are built. From rewarding partnerships with clients

to healthy, productive teams to public trust in

the veterinary profession. It is the foundation for
psychological safety and the cornerstone of a healthy
hospital culture. The glue that brings us together in
challenging times and the lubricant that helps move us
forward with less friction. It has been said that trust is
one of the most essential forms of capital a leader has.

Edelman is an independently owned global
communications firm that studies the influence of

trust across society including the sectors of business,
government, media and NGOs. Their research is
published annually in a global report, the Edelman

Trust Barometer. The 2023 Report titled, “Navigating a
Polarized World”, identifies a growing class divide fueled
by economic anxiety, disinformation and a lack of faith in
both our institutions and leadership. The report points to
how distrust fuels polarization which echoes the work of
Stephen Covey, businessman, thought leader, educator
and author of “The Speed of Trust”. Trust, according to
Covey, means confidence. When trust is high it means
you believe in the integrity and capability of a person

or organization. Alternatively, the opposite of trust,
distrust, means you are guarded and suspicious about
the person’s or organization’s agenda and integrity. In
2023, according to Edelman, public trust in government,
media and NGOs all declined as compared to the 2022.
One area where trust increased in 2023 was trust in
business, in particular, independently owned businesses.
This is encouraging for practice owners in the veterinary
industry. The 2023 Edelman Trust Barometer identified an
expectation for businesses to:

o Be a trustworthy source of information

° Base actions on science

great ideasQ

CONFERENCE

MEDICAL

;f*}a,s{s ONTARIO
y &
5.5? )” ASSOCIATION

h g VETERINARY
S

. Act on the same values over time
. Not align with any one political party
o Refuse to bend to political pressure

The report also identified a clear desire for CEOs to
take a public stand on the following issues:

J Treatment of employees
. Discrimination

o Climate change

o Immigration

o Wealth gap

In addition to Edelman’s research on trust, McKinsey and
Company conducts global surveys designed to provide
leaders in commercial, public and social sectors of society
with facts and insights to build awareness and guide
decision-making. The Great Attrition Survey (September
2021) identified that more than half of employees who left
their jobs in the previous six months did not feel valued by
their organization (54%) or manager (52%), or they lacked
a sense of belonging (51%). An additional 46% cited the
desire to work with people who trust and care for each
other as another reason they quit.

The 2024 white paper “Stay, Please: Factors that Support
Retention and Drive Attrition in the Veterinary Profession”
from the American Animal Hospital Association surveyed
over 15,000 veterinary professionals to discover 30% plan
to leave their current job in the coming year. In exploring
what drives attrition and what might make people stay,
the importance of teamwork emerges. Teamwork, a
sense of belonging and feeling valued all rely upon a solid
foundation of trust.
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2024 OVMA Great Ideas Conference | 19
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These reports emphasize the importance of trust from
both an organizational and a leadership perspective.
The ability to build strong relationships grounded in trust
is a critical leadership competency that impacts not only
the success of our business but also the well-being of
our team. Since the Covid-19 pandemic, it is becoming
increasingly apparent that across industries people

want stronger relationships, crave a sense of belonging
and want deeper meaning in the work they do. Not
surprisingly, stronger relationships, a sense of belonging
and higher levels of trust are directly correlated with
higher levels of well-being on teams.

Yet defining trust can be challenging. It is something we
earn, something we build and something we feel. Much
like defining leadership or culture, it can feel somewhat
abstract and can be challenging to put into words.
Perhaps this is because becoming a trustworthy leader
is a complex interplay of our inner systems including
values, beliefs and biases and our outer systems
including our actions and behaviours. Trust is built from
the inside out. We cannot expect our clients to trust

our hospital if our employees do not trust the leaders
within the hospital. Today's leaders need competency in
recognizing and managing their inner and outer systems
if they hope to leverage the power of trust in partnership
with those they lead. For this reason, building a
foundation of trust in your hospital starts with the
personal development of all the leaders on your team.

Francis Frei, a Harvard Business School Professor and
former senior VP of leadership and strategy at Uber,
offers a simple model to identify three drivers of trust:
authenticity, logic and empathy. According to this
model, people trust you when they:

. feel they are experiencing the “real” you
o have faith in your judgement and competence
o believe you care about them and your success.

When trust is lost or in the words of Frei, “wobbly”,
it can almost always be traced back to a breakdown
in one of these three drivers.

Logic

Authenticity

| experience
the real you.

Empathy

I know you | believe
can do it; your TRUST you care
reasoning about me
and judgment and my
are sound. success.

Diagram 1: Francis Frei’s 3 drivers of trust from Harvard Business Review “Begin with Trust” (May-June 2020).
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For a deeper understanding of these drivers, Richard
Barrett, author of “The Values-Driven Organization:
Cultural Health and Employee Well-Being as a Pathway to
Sustainable Performance”, offers another model. Barrett’s

Trust Matrix is based on the work of Stephen Covey who
identified two principal components of trust — competence
and character. Barrett’s trust model goes a step further to
explore what underlies these two components.

—  Openness —  Authenticity

[ ]
Character Competence
I o e | s __eeee—————
Intent Integrity Capability Results
— Caring — Honesty — Skills —  Reputation
— Transparency ||— Fairness — Knowledge [}~ Credibility
— Performance

—  Experience

Diagram 2: Barrett’s Trust Matrix. From “The Values-Driven Organization: Cultural Health and Employee Well-Being as a Pathway to Sustainable

Performance” (2017) Richard Barrett

On the right side of the trust matrix is competence.
Competence is a reflection of who you are on the outside as
demonstrated by your skills, knowledge and experience. It
is how people perceive your skill or your ability to execute
within your expected role. Competence is developed

over time through education, training and what you learn
through the course of your career.

On the left side of the trust matrix model is character.
Character is about who you are on the inside. A reflection of
your emotional and relational intelligence as demonstrated
by your intent and integrity. It is a measure of the inner
work of leadership and reflected in how seen, heard and
understood you make others feel. According to Barrett,
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whether an individual or an organization, trustworthiness
comes down to the interplay of four key factors; intent,
integrity, capability and results.

Regardless of the model used, becoming an empowering
and inspiring leader also requires learning to trustin
yourself. Developing a reflective practice around your
leadership, becoming aware of your self-orientation

and considering the context or situation in which you

are leading are all part of a leader’s ongoing evolution.
Are there limiting beliefs or mindsets that prevent you
from showing up in alignment with your values? Are

you able to set aside your ideas and convictions to get
curious and meet people where they are? Are you being
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honest about your ambitions and how they align with
those of the organization or the people you lead? Do you
lack confidence in your ability to lead and need to find
more empathy for yourself? And finally, what does the
current situation demand of you? Are you able to flex your
leadership style depending on the context? Consider
these actionable steps as you work to build more trusting
relationships within your leadership, your hospital and
your community:

1. Choose to believe in the importance and power of
trust in ALL your relationships

2. Start with yourself by focusing on developing your
character and competence.

3. Declare your intent. Let others know your goals,
your intended actions and the why behind them in
advance. Be clear and transparent and ensure there
are no hidden agendas, both real and assumed.

4. Do whatyou say you are going to do by following
through to carry out your declared intent. In other
words, walk your talk.

5. Believe that others have good intentions, are doing
their best and want to be trusted. Assume positive
intent and leverage curiosity to stay out of judgment.

Leaders who cultivate trust are willing to do the inner work
of leadership. They are self-aware, own their actions and
work to ensure that how others experience them reflects
their authentic self. This requires cutting through the layers
of ego we don as protection and accepting our humanity
and the humanity of others with grace. Leading from the
inside out sets the stage for trust to follow. While it isn't
easy, it may well be the most rewarding journey of your life.
Are you ready to do the work?
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BEYOND CURIOSITY -A COACH APPROACH

TO LEADERSHIP

LEADERSHIP & COACHING

\!J Elaine Klemmensen, DVM, CEC | Founder, Evolve Leadership Coaching & Consulting

Traditional leadership models position the leader as
the protagonist. The hero whose confidence, courage,
strategic thinking, and ability to rally the troops saves a
struggling organization. But what if this model of great
leadership is flawed? What if visionary leadership isn’t
about you, the leader, but instead about the people
you lead? As leaders in the veterinary profession

look to improve staff retention, support professional
development and holistically connect organizational
health with human health a new model of leadership

is needed. Research on the neuroscience of human
development supports the positive impact a coach
approach to leadership can have on your team and the
culture of your hospital. With intention, focus and a
deliberate shift to deeper listening, curious questions
and mindful responding we can engage and empower
others to build a more connected and resilient team.

WHAT EXACTLY IS COACHING?

For many, coaching recalls images of your high school
basketball coach shouting from the sidelines, whistle

in hand. Sports coaching is a small niche in a diverse

and growing profession which includes business, life,
leadership and health coaching. Regardless of the

label, coaching is one of the most effective methods of
developing human potential. It is also a powerful model
to help leaders who want to shift away from a “command
and control” leadership style to a more “human-
centered” approach.

The International Coaching Federation (ICF), a non-profit
organization dedicated to establishing a professional
code of ethics and standards in the coaching industry,
defines coaching as “partnering with an individual in a
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thought-provoking and creative process that inspires
them to maximize their personal and professional
potential”. Robert Hargrove, a thought leader in the field
of talent development and coaching said “Masterful
coaching is about inspiring, empowering and enabling
people to live deeply in the future while acting boldly

in the present”. Finally, my favourite definition comes
from Richard Boyatzis who describes coaching as “a
helping relationship with the purpose of achieving
some type of change, learning or new level of individual
or organizational performance”. While traditional
coaching is often viewed as a one-to-one professional
relationship, a coach approach to leadership is
accessible to anyone. It is a powerful, positive and
future-focused way to support human development,
positive change and thriving teams.

HELPING PEOPLE CHANGE

Coaching has broad applications in an organizational
setting. From strategic planning and goal setting

to developing self-awareness of one’s perspectives

and limiting beliefs to building mindfulness and
appreciation. The impact of coaching is diverse and
far-reaching. Whether at an individual level or an
organizational level, coaching supports positive change,
helping people and organizations grow toward the
vision they hold for their future. We need leaders willing
to move from telling people what to do and demanding
compliance to believing in the capacity and creativity of
their team and coaching with compassion. In his book,
“Helping People Change”, Richard Boyatzis shares that
while there may be a time and place for coaching with
compliance, research has shown it is unlikely to lead to
sustained behaviour change. Considering that 60 to
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70% of organizational change initiatives fall short when
leaders fail to address the needs of the people going
through change, Boyatzis’s research holds. Even when a
person’s life is on the line, behaviour change is unlikely
to “stick” when compliance with an external authority
or expert is the motivator. Being told you “have to” or
“need to” do something is not an effective catalyst for
sustainable long-term change. For example, studies of
patients following coronary bypass surgery show that
on average only 1 out of 9 patients can adopt a healthier
lifestyle long term.

Coaching with a compassionate approach to help
individuals or teams create a self-defined vision of the
future is far more effective in creating sustainable change
than coaching for compliance. In his model of intentional
change, Boyatzis explores the neuroscience behind

this approach. When we coach people for compliance,
even when well-intentioned, it often elicits a defensive
response from the person we are trying to lead, motivate
or change. People experience this as a stress response
accompanied by negative emotions and activation of the
sympathetic nervous system (SNS). Once activated our
SNS triggers a chemical cascade that limits our capacity
to learn or change. When we feel threatened — whether
a threat to our physical self or a threat to our sense of self
—we shut down and go into survival mode. Our brains
are also highly attuned to perceived threats to status.

In their research, Boyatzis and colleagues found that
when participants were evaluated by others and risked a
reduction in their status (think performance evaluations
by your boss), their cortisol levels remained higher

for 50 percent longer than if there was no perceived

risk to status. Under the influence of cortisol and other
neurotransmitters associated with stress, the brain is less
creative, less open to new ideas and less able to think

of solutions. As leaders, we may think we are helping
people improve their performance but too often we
unintentionally trigger a stress response and create
conditions that are counter to helping people enact
positive change.
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Alternatively, Boyatzis found coaching with compassion
elicits a very different response. With a focus on an
individual’s strengths along with a self-defined vision of
their future, a leader can stimulate energy, excitement
and positive emotions that activate the parasympathetic
nervous system setting in motion physiologic responses
that put us in a more relaxed and open state. Creativity
flows and new neural pathways can form in the

brain, paving the way for new learning and sustained
behaviour change.

While this is a simplified explanation based on three
decades of research into Intentional Change Theory, the
bottom line is this — “telling people what to do, even when
it is with their best interests at heart, rarely creates long-
term, sustainable change”.

TRANSFORMING CULTURE WITH
A COACH APPROACH

When it comes to cultural transformation, organizations
don’t transform, the people within the organization do.
People are at the heart of any organization. Leaders need
not only a strategy, they need a deeper understanding
of what motivates employees, an inspiring shared vision
and tools to empower their team and create a sense of
belonging and connection. In the recent publication

of the American Animal Hospital Association (AAHA),
“Stay Please: A Challenge to the Veterinary Profession
to Improve Employee Retention” authors seek to better
understand and fulfill the needs and desires of people
who support and care for animals. If we want people

to stay in the veterinary profession, we need to create
an environment that meets their needs. Based on their
research and taking a cue from Maslow’s hierarchy of
needs, AAHA created the veterinary hierarchy of needs
shown below.
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Figure 1: The Veterinary Hierarchy of Needs. From AAHA's publication “Stay Please: Factors that support retention and drive attrition” 2023.

From ensuring employees feel valued and appreciated to improving collaboration and team cohesion a coach approach
to leadership supports the hierarchy of needs at multiple levels. Coaching offers simple, powerful tools to build a sense of
belonging, meaning and support to create a culture that cares for the caregiver.

Caring for people = (™ Employee engagement + @ Job satisfaction + ) Turnover = () Profits

THREE KEY MINDSETS

So how exactly do we apply lessons from the coaching
profession to leadership in veterinary practices? It

should be noted anyone in a position of influence should
commit to developing a coaching style to help develop
and support team members and improve relationships
within the practice. Coaching is a collaborative process
grounded in humility and curiosity where each individual
is seen as fully capable and an expert in their role and life.
Rather than being an expert or advice giver, a leader as
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coach is a partner, a guide and a cheerleader. Three key
mindsets offer a solid foundation from which to grow a
more coach-like approach to leading your team.

1. Assume positive intent: No one wants to be
terrible at their job. People want to do their best.
They want to succeed and feel accomplished in
their role. Consider what happens when a leader
believes people want to show up enthusiastic,
dedicated to the practice mission and willing to do
their best work. Assuming positive intent changes
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your whole approach to a person or a problem.
When you assume negative intent, you're

likely to become angry, frustrated or annoyed.
Assuming positive intent allows you to set aside
this frustration, become more curious, and listen
more generously. It allows you to look past the
behaviour orimmediate challenge and understand
what is really going on. Practice giving people

the benefit of the doubt and creating a space for
possibility to emerge.

Believe in human possibility: Giving people a
possibility to live into instead of an expectation
to live up to is a small shift in mindset that can
have far-reaching impacts. The Pygmalion
effect describes a psychological phenomenon
where high expectations lead to improved
performance in a given area and low expectations
to poorer performance. Education research has
consistently shown that teachers’ expectations
have powerful effects on student academic
achievement. One of the earliest studies by
Rosenthal and Jacobsen demonstrated this effect.
When elementary teachers were told certain
students in their classroom had been identified
as “intellectual bloomers”. Results of the study
showed that the “bloomers” performed higher
on year-end intellectual tests. Rosenthal and
Jacobsen concluded that teachers’ expectations
about students, even when based on arbitrary
information, influenced student achievement.
Believing people are capable, resourceful and
whole is a key tenant of a coaching mindset.
Consider what might shift when this mindset is
applied to all members of your team.

Engage your curiosity: As we lead our teams in
times of complexity, uncertainty and ambiguity,
we need to let go of the belief that leaders must
have all the answers. Instead, we can focus on
asking better questions that draw on the collective
knowledge of our entire team. In veterinary
medicine, we are experts at diagnosing disease
(a problem) and creating a treatment plan (the
solutions). Itis natural to apply this approach to
our leadership. Trained as experts, we think we
must have all the answers. But consider the times
you assumed you knew a patient’s diagnosis only

to be proven wrong once you received the lab
report. Curiosity and questions are a leader’s
diagnostic tools. By taking time to ask the right
questions, listen and respond thoughtfully, we can
engage our team in a more empowering approach
that builds confidence, improves client and patient
outcomes and fosters a culture of collaboration.

Let’s look at a simple coaching framework any leader, at
any level, can use to leverage the positive benefits of a
coach approach to leadership.

THE ALR FRAMEWORK: ASK - LISTEN - RESPOND

Ais for Ask: How might we ask questions that are deeply
curious to increase understanding and open possibility?
Organizational psychologist, Adam Grant, suggests
thinking like a scientist can help us ask better questions.
He suggests we view our opinions, ideas or beliefs as

a hypothesis. For example, if our belief is “Changing

the scope of practice for RVT’s will solve the veterinary
workforce shortage” viewing this belief as a hypothesis
becomes “Can changing the scope of practice for RVT's
solve the veterinary workforce shortage?”. Generally, we
are very attached to our opinions, ideas and beliefs and
often set out looking for evidence that supports them.
This approach can narrow our view making us resistant to
other opinions, beliefs and ideas and set on proving the
“rightness” of our idea. By framing them as a hypothesis
we can more easily let go of our attachment to an idea and
become more open to other perspectives and potentially
being proven wrong. When you feel ready to jump in with
your opinion or offer your advice, take a breath, pause and
practice asking an open-ended question instead.

Lis for Listen: According to Lee and Hatesohl at the
University of Missouri-Columbia, most of us spend 70 to
80 percent of our time in some form of communication.
Studies show on average 9 percent of that time is spent
writing, 16 percent reading, 30 percent speaking,

and 45 percent listening. While listening forms a large
percentage of our communication skills, most of us are
inefficient listeners and we receive little formal training
to develop our listening skills. Part of the problem is

our brain connects ideas faster than we can speak. The
average person talks at about 225 words per minute but
we have the mental capacity to understand someone
speaking at up to 400 words per minute. This leaves our
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minds free to wander. If we don’t make a focused effort
to concentrate and continually bring ourselves back to
listening our minds move on to other ideas. It can be
very difficult to quiet our busy minds and often we don’t
hear what the other person is saying or feeling because
we are filtering it through our own immediate concerns.
Add to this our time-crunched schedules and distractions
like cell phones and good listening becomes even more
challenging. In one study, authors found that “simply
knowing our phone might ring can reduce our cognition
skills by up to 20 percent”. Paying attention, it seems is
becoming an increasingly rare commodity.

Becoming better listeners is foundational to building
more human-centered workplaces. In our busy hospitals
committed listening gives others a precious gift — the gift
of your time and full attention. Committed listening is
about bringing yourself to the conversation AND being
fully present for the other person. Giving someone

your full attention, not talking over them or interrupting
and being curious about the why behind their words.
Committed listening creates a safe and respectful
environment for further communication. When we listen
better, we gain clarity, jump to fewer assumptions and our
relationships improve.

The Chinese character for “to listen” is a beautiful
reminder that listening well is a full-body experience
requiring us to use our:

. ears to hear both the words and the pace and
tone in which they are delivered

o eyes to notice facial expressions and body
language
° heart to notice what is felt, the emotion and what

is being communicated without words

. attention to be fully present or “undivided”

AR =

(\3 OPEN HEART

g s

e====_ UNDIVIDED ATTENTION
Figure 2: The Chinese character for “to listen”. From US State
Department Archives on Active Listening.
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Ris for Respond: After engaging our curiosity, asking
good questions and practicing committed listening the
final step in the ALR Framework is to respond. How can we
express our thoughts, ideas or advice (when appropriate)
mindfully, intentionally and generously? For many of

us, this can be the most challenging step, especially in
more emotionally charged conversations or those where
we have a strong attachment to our ideas or beliefs.
Remember the neuroscience behind our reactions. Our
brains are wired to recognize threats — both physical and
emotional —and activate our SNS in preparation to react
to the threat. We also place more weight on negative
experiences and emotions as a way to learn and protect
ourselves from real dangers. Our SNS and our negativity
bias are part of being human but so is our ability to

build new habits and create new neural connections to
respond intentionally and thoughtfully. Like learning

any new skill, it requires motivation to change, repeated
practice to reinforce the new neural pathways and time.
Start by paying attention to what happens in your body
when your SNS or negativity bias is activated. Learn to
pause and employ mindfulness techniques to engage
the PNS. Notice your focus widens, your ability to think
more creatively expands and your ability to respond (not
react) develops. Remember to be kind to yourself when
you slip back into old patterns, developing new habits is
challenging but the rewards for both you and your team
of showing up as a grounded, respectful and thoughtful
leader are well worth the effort.

“Between a stimulus and a response lies a space. In that
space is our power to choose our response. In our response
lies our growth and our freedom”

—Victor Frankl

A coach approach to leadership invites collaboration
and moves us from being right to getting it right.
Creating a space for belonging, engagement and
deeper connections on our teams. Our practices are part
of a bigger ecosystem. Similar to a forest, made up of
thousands of individual trees, most of us spend our days
focused on the individual trees, failing to appreciate

the connections and interdependence that ensures the
forest thrives. In our busy professional lives, an endless
list of demands competes for our time. The immediate
challenges we face each day make it difficult to focus on
the future. Small shifts in the way we lead can, over time,
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have big impacts on the people in our organizations,

client satisfaction, patient outcomes and the profitability

of our practice. It is time for a more human-centered
approach to leadership. It is time for a coach approach!
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WHY CURIOSITY SHOULD BE YOUR

SUPERPOWER

LEADERSHIP & COACHING

\!J Elaine Klemmensen, DVM, CEC | Founder, Evolve Leadership Coaching & Consulting

A CULTURE OF CONNECTION

We live in interesting times. An age where we can connect
with people around the world with the click of a mouse.
Where people living in the remotest places on the planet
carry a computer in their back pocket that connects them
with the rest of the world. Yet despite the ease with which
we can “connect” with each other, research points to a
growing sense of disconnection along with increasing,
isolation, loneliness and polarization in society. In May
2023, the U.S. surgeon general released an advisory
calling attention to the crisis of loneliness, isolation

and lack of connection, saying: “At work, loneliness
reduces task performance, limits creativity and impairs
other aspects of executive function such as reasoning

and decision making. For our health and our work, it

is imperative that we address the loneliness epidemic
quickly.” The advisory went on to outline the importance
of cultivating a culture of connection.

What exactly is a culture of connection? The desire to

be part of a group is more than just a nice thing to have,
itis embedded in our DNA as an essential human need.
For me, the key to improving the wellbeing of people in
veterinary medicine and creating cultures that support
human flourishing lies in finding our way back to being
together, in community. While this idea may seem either
obvious or intangible depending on your perspective, it
starts with focusing on people, one relationship at a time.

OUR BRAINS ARE NOT THE SAME

Each of us carries a unique sense making machine inside
our skulls. A ball of neurons designed to collect information
from the environment along with data from the body

and make the best decision about what to do next.
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Anatomically our brains look pretty similar but appearances
are where it ends. Adding to your brain’s complexity is

the influence of culture, upbringing, experiences and the
specific tasks we ask it to perform. All of these influences
shape your brain and help it adapt based on what is
needed. Your brain is a complicated piece of machinery
that not only controls all your bodily functions and keeps
you alive, it also makes you uniquely you!

Our brains are connection making machines. David Rock,
author of Quiet Leadership and Coaching with the Brain
in Mind says “the underlying functionality of our brain

is one of finding associations, connections and links
between bits of information. Our thoughts, memories,
skills and attributes are vast sets of connections or maps
joined together through complex chemical and physical
pathways”. Our brains are made up of layers upon layers
of these maps or neural pathways. Everything we do,
every thought we have and every skill we learn has a
complex neural pathway associated with it. As a cyclist,

| like to think of these pathways like the winding layers

of mountain biking trails in my town. Some of them |

am familiar with and others | am not. When | find myself
facing a fork in the trail and feel lost, in a fraction of a
second my brain looks at where | am and compares it to
the existing maps in my head. If it can find connections,
it creates a new “map” that literally becomes part of my
brain’s neural pathways. If | ride that trail repeatedly,
eventually | no longer have to think about which way to
turn, itis wired into my brain. The more hardwired these
“neural mountain biking maps” become the more space
| free up in my brain’s working memory, making room for
higher level tasks. In order to deal with all the information
our brain needs to process, it takes shortcuts and prunes
unnecessary information to create order, organize data
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and help our lives make sense. These shortcuts mean we
sometimes make up stories to fill in the gaps or connect
missing pieces of information. Sometimes the stories we
make up are correct but often they are prone to mistakes
that can lead to misunderstandings and incorrect
assumptions. Despite how amazing our brains are, they
cannot possibly understand what is going on in the brain
of the person sitting across from us. There is only one sure
way to understand what another brain is thinking — ask it!

THE CHALLENGE TO BEING CURIOUS

What does all this have to do with making curiosity our
superpower? Getting curious and asking questions
helps us slow down and gather more information before
we make assumptions or worse yet judgements about

a person or a situation. It delays the rush to give advice
and take action. This is at the heart of why being curious
is so challenging. We live in a culture that values doing
and where busyness is not only a reality for most of us, it
is sometimes seen as a badge of honour. Who has time to
ask questions? And, let’'s be honest, we all love to give
advice. Giving advice makes us feel knowledgeable,
valuable and needed by others, but does it really work?
Do people want our advice and how likely are they to
apply it to their challenge and find a solution? Research
in the field of neuroscience and human development
shows that giving advice and telling someone what they
should do rarely works when it comes to developing
skills or changing behaviour. The long term value of
advice giving can be summed up in the saying “If you
give a man a fish, you feed him for a day. If you teach a
man to fish, you feed him for a lifetime”. If giving advice
is not helpful and counterproductive, why is it often our
default behaviour as leaders?

THE PROBLEM WITH GIVING ADVICE

Michael Bungay Stanier author of “The Advice Trap:

Be Humble, Stay Curious and Change the Way You

Lead Forever”, a thought leader in coaching and
organizational development, calls this deeply engrained
desire to give advice our “Advice Monster”. The
problem, he says, is not with advice itself but when
giving advice becomes our default response. Giving
advice has three specific challenges or pitfalls leaders
need to consider if they hope to become more coach-
like in their approach.
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1. Are you solving the right problem? Our eagerness
to give advice means we jump to solutions before
we fully understand the problem. As a result, we
may end up wasting time and solving the wrong
problem.

2. How good is your advice? We all like to think we
are rational, logical and our advice adds value.
Research into cognitive bias proves us wrong.
Remember how your brain likes to simplify
information processing and take shortcuts? Our
advice is influenced by the lens through which we
view the world. Your advice is actually an opinion
and not necessarily as valuable as we believe it to
be!

3. What message are you really sending? Giving
advice disempowers the receiver by sending a
subtle message that they are not smart enough or
capable of solving this problem on their own. While
this is often unintentional, it erodes their sense of
competence, confidence and autonomy. Over time
it can make them dependent on the advice giver.

4. What do you really want for yourself and for
those you lead? Allowing your Advice Monster
to roam unchecked may mean you are taking on
responsibilities that actually are not yours to take on
and you might be setting yourself up for frustration,
resentment and exhaustion. Ask yourself honestly,
do you really want to be the person that has all the
answers, fixes all the problems and saves everyone?

WHAT IS YOUR ADVICE MONSTER?

Reflecting on how the Advice Monster shows up for you
is the first step in taming it. Our Advice Monster likes to
take on a few different personas:

1. Tell-It: The Tell-It Advice Monster loves the spotlight
and likes to speak with authority, seniority and
wisdom to convince others that it knows best. Tell-
Itis here to convince you that you must have the
answer. You were hired to have the answer and it is
only by having the answer that you add value to the
organization and will be recognized as a success.
The Tell-It monster wants you to believe if you don’t
give advice, nothing will get solved and we will fail.

2. Save-It: The Save-it monster has convinced you your
only job is to rescue everyone. Save-It often hides
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behind a veneer of being helpful and is kicked into
overdrive when there is the potential for conflict.
When in doubt, the Save-It monster tells you to take
it on yourself because it is too hard to watch others
struggle. It can smell like a martyr and wants you to
believe you must be responsible for all and rescue
everyone or the team will fail.

3. Control-It: The Control-It monster will quietly
convince you that the only way to succeed is to stay
in control at all times. It whispers in your ear: don't
trust anyone, don’t share power, don’t cede control
because if you slip, disaster awaits. It seduces you
with the grandeur of what is possible if only you stay
vigilant and carefully control EVERYTHING!

HOW TO TAME YOUR ADVICE MONSTER

Regardless of the persona it assumes, when the Advice
Monster is in control, you are feeding the narrative that
you are better, smarter and have the best solutions -
while the other person is not smart enough, experienced
enough, moral enough or capable enough to make the
right decision and solve the problem on their own.

AND if thatisn’t a tough enough pill to swallow -
allowing the Advice Monster to gain control, makes

it easier to set aside your empathy, compassion and
vulnerability. Allowing you to use your answers as a
shield against the very thing that builds connection and
community. The very things that contribute to a team’s
wellbeing - empathy, compassion and vulnerability.
According to Michael Bungay Stanier, the key to taming
this beast is to replace your advice-giving habit with
something else - curiosity. Or in his words to “stay
curious a little bit longer”. When you feel the Tame-lt,
the Save-It or the Control-It monsters about to hijack
your voice — slow down, take a deep breath and ask a
question.

QUESTIONS TO HELP YOU GET CURIOUS IN
(ALMOST) ANY SITUATION

Beyond keeping the Advice Monster at bay, questions
help us understand and empathize with others. At the
most basic level, asking a question shows your interest
and is an invitation to share thoughts, perspectives,
stories and feelings. The better the question, the better
the invitation and the more likely you are to develop a
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deeper understanding or build your relationship. Warren
Berger, author of “The Book of Beautiful Questions”
says because questioning is such an effective tool for
connecting with others, it should be seen as a critical
leadership skill. Like Bungay Stanier, Berger agrees that
when we “shift away from advising, criticizing, opining
—and toward the direction of asking and listening” a
powerful change occurs. The shift to “asking mode”
can even transform adversarial relationships”. While
any question will slow us down and delay the rush to
advice giving, what are some of the key ingredients

of great questions? Questions designed to increase
understanding, build connection and support the
development of those lead are crafted to:

o Be open ended - simple, not leading, open to the
listeners interpretation

o Stimulate positive emotions — positive emotions
move us out of our sympathetic nervous system into
the parasympathetic nervous system where we can
think creatively and share expansively

. Be generous and generative - the question invites
honesty, dignity and revelation

. Connect with the relationship and offered with
humility and empathy

A FINAL PIECE OF ADVICE (YES, THERE ARE TIMES
WHERE ADVICE GIVING IS OKAY)

Staying curious a little longer and avoiding telling others
what they should do is a healthy habit we all need to
work on but you may be wondering if there is ever a time
where giving advice is appropriate? The answer is yes,
and... If you truly believe your expertise is needed or
will help avoid undesirable outcomes that might result
from self-directed learning remember to ask permission
before unleashing your Advice Monster. Then, if the
response to your offer of advice is “Yes, please”, share it
as a perspective rather than a directive. For example:

“l can see how this challenge has you stuck. Would you
like to hear my thoughts?”

Then:

“I wonder what might happen if___ (insert your idea

’

here) ____".
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Curious questions asked with positive intent and a
desire to not only understand but truly see the human
being across from you is a super power we can learn to
leverage. Becoming more curious is a small change that
can have a huge impact on the way those around us feel,
and as a result, behave. A shift that empowers others to
increase engagement, ownership and confidence and
which extends beyond the individual to the entire team
supporting deeper connection and a community of
human thriving.
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THE POWER OF PAUSE -SLOW DOWN AND
SUPERCHARGE YOUR LEADERSHIP

LEADERSHIP & COACHING

Qg Elaine Klemmensen, DVM, CEC | Founder, Evolve Leadership Coaching & Consulting

For busy veterinary professionals, time is a precious
commodity. Too often we spend our days racing against
the clock to check off all the items on our “to-do” list. This
can leave us stressed and depleted at day’s end - trapped
in a time paradigm. What if we shifted from managing
time to managing energy? Research from the world of
neuroscience offers powerful insights into the way our
brains work along with the benefits of slowing down and
“embracing the pause” as a way to replenish our energy
and develop a more sustainable path forward

for veterinary medicine.

CHALLENGING OUR BELIEFS

We live in a culture where busyness and doing are not
only valued but often worn like a badge of honour and
used as a way to measure success. While it is bad form

to brag about our achievements or talk about income,
sharing how “busy” we are is a socially acceptable way
to let people know you are successful. We believe the
path to success is a simple formula of do, do, do until you
eventually have what you desire and then you can afford
to take time to rest and enjoy just being. While success

is certainly dependent on determination, focus and a
willingness to work hard (along with the circumstances
you were born into and a certain degree of luck) perhaps
it is time to revisit how well this focus on busyness and
constantly doing is serving us. In her book, Mastering
Community, Christine Porath shares the story of Jen
Fisher, a senior marketing coordinator at Deloitte. Jen
loved her work and was learning and growing in her role
at Deloitte. She was willing to work anywhere, at any time,
without boundaries, often logging 19-hour days. She
managed to set aside time for exercise but little else. Over
time the long hours along with her singular focus on work
eventually had a toll. It took Jen a long time to admit she
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was struggling with burnout. Reflecting on her journey
she succinctly shared her thoughts on our culture of
busyness saying, “Burnout is not the price you have to pay
for success. To create a more meaningful life, you have to
remove your badge of busyness”.

Research has found that peak performers like elite
athletes, musicians and top CEOs work in sprints and
breaks, making dedicated time to recharge and replenish
their energy a priority. The belief that time in equals
productivity out, or that the hours we put into work have
a reciprocal relationship with how much we achieve, is
being called into question by recent research. Time spent
working and productivity are not a 1:1 relationship. As
society moved from farms to factories in the industrial era
to complex cognitive work in the knowledge economy,
the demands on our bodies and brains changed. Studies
suggest the human brain can only hold focus for 90 to 120
minutes before it has an increased urge for distraction.
You know the feeling, when you have a sudden urge to
check your phone. This is when your brain is telling you

it needs a break. A restorative break, not mindless social
media scrolling which is a distraction but not restorative.

We often treat our bodies like machines and fail to
recognize that like a machine, our bodies will fail if we
neglect to care for and maintain them. Our brains, which
power the machine of our body, also need time for rest
and repair. Start thinking of your brain like a battery that
needs scheduled breaks to replenish and recharge.
What activities deplete and what activities restore your
vital battery? Before we explore this question, let’s take
a deeper look at how our brains work and why making
space to pause is vital to our health, productivity and
our ability to lead well.
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THE DEFAULT MODE NETWORK

Our brain, while only 2 percent of our body weight,

uses 20 percent of our energy resources at any given
time. For many years scientists disregarded the idea

that the brain might be productive during downtime
(relaxing or sleeping). With the advent of functional
magnetic resonance imaging (fMRI) in the early 1990’s
our understanding of what happens when our brain is at
rest deepened. In 2001 Marcus Raichle and colleagues
discovered a particular set of scattered brain regions

that consistently became less active when participants
concentrated on a mental challenge. These same regions
however began to fire in synchrony when the participants
were relaxing and letting their thoughts wander.
Eventually, this complex neural network or circuit that
stirred to life when people were daydreaming became
known as the default mode network (DMN). It is believed
to be one of several different resting-state networks in our
brains including circuits for hearing, vision, movement,
attention and memory. Research into these mysterious and
important circuits is an emerging science with the DMN
being the most widely studied.

The DMN, responsible for a massive amount of
unconscious processing, is active when we are in a resting
state, not engaged in any demanding, externally oriented
mental task. Think of the moments in your day when you let
your mind wander. For example, when you are walking the
dog and find yourself contemplating a future vacation, or
thinking about an interaction at work and wondering what
was going on in your co-worker’s head. Times when your
body is otherwise preoccupied and your mind can go into
autopilot mode. In contrast the task positive network (TPN),
also called the executive control network, kicks in when
we ask our brain to focus on external demands requiring
higher cognitive function and focus like solving a calculus
equation or when we are engaged in a task-specific activity
like surgery.

The DMN could also be called our narrative network.

A 2007 study called “Mindfulness meditation reveals
distinct neural modes of self-reference”, by Norman Farb
and six other researchers at the University of Toronto,
sought to understand how human beings experience
their life moment to moment. Their study explored the
two distinct ways people have of interacting with and
making sense of the world. Farb described the DMN as
our narrative circuitry. It is active when you think about
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yourself or other people and it holds together our “story
line”. This network is taking information from the outside
world and filtering it through our interpretations to make
sense of ourselves, our history, and the people we know
and weave all of this information into a giant tapestry that
makes sense to us. In most instances, the DMN is acting
without our conscious awareness.

We also experience the world through our TPN or direct
experience network when we ask our brain to focus on
solving a complex calculus problem or turn our focus

to information coming into our senses in real-time. An
example that illustrates these two networks at work is
when you are scrubbing for a surgical procedure and find
your mind wandering from the immediate surgery to the
conversation you just had with a client and then on to think
about what you are going to make for dinner. Your DMN is
activated. If you pause and shift your focus to notice the feel
of the soap on your skin or the temperature of the water

as flowing over your hands, your brain is now in direct
experience mode or TPN.

It appears that these two networks function alternately
—one or the other — but not simultaneously. Demands
that require engagement of the TPN simultaneously
deactivate the DMN. Think of it like a toggle switch
where our brain flips back and forth between these
modes. When our TPN or executive mode is engaged,
it uses a lot of energy and drains our battery. When we
flip the switch and the DMN takes over it gives our brain
a break, time to recharge and the space to create new
connections and make sense of our world.

You may be wondering, so what? This is interesting but
what does it have to do with the importance of rest,
renewal and leadership? | invite you to stop reading

and take a break for 2 to 3 minutes. Perhaps you want to
stand up and stretch for 2 minutes. Maybe you will grab
a toy and play tug of war with your dog for 3 minutes. Or
perhaps you will step outside and feel the sun on your
face and listen to the birds. When you return to reading,
take a moment to check in and note how you feel.

Even a 1-minute break that toggles the switch over to

your DMN has cognitive benefits that make a meaningful
difference in your ability to focus productively. In a study of
20,000 employees by Tom Schwartz of the Energy Project
and Christine Porath Associate Professor of Management
at the McDonough School of Business at Georgetown

oo

2024 OVMA Great Ideas Conference | 34



University, “employees experienced a positive
performance boost from each break they took during the
day with those who took a break approximately every 90
minutes reporting a nearly 30% higher level of focus across
the day”. While at first glance this may seem unrealistic in
our busy, overbooked veterinary practices consider the
benefits of improved focus on both team productivity and
patient outcomes if we could leverage this benefit. How
might we incorporate thoughtful microbreaks that engage
the DMN and recharge our brains into our workday?

In addition to recharging our focus, the ability to toggle
between the two networks enhances the richness of
incoming data and helps us get closer to the reality of any
event than relying only on our DMN or narrative circuits

(the story we are telling ourselves as we make sense of
the world). Shifting into the direct experience, or TPN,
allows us to perceive more information and gather more
accurate information about events happening around us.
Noticing more in real-time makes us more flexible in how
we respond to the world and people around us. Experts
have found that with practice and attention, learning

to activate the toggle and shift into direct experience
mode can help us respond more mindfully to events as
they unfold. Over time becoming less imprisoned by

our past, habits, assumptions and expectations and can
be more open to new ideas and opinions. Teaching and
developing this skill to all team members can have a
positive impact on interpersonal dynamics.

l |

Multitasking [ RegRU/ ]
e
[ Desision makdng | ‘-:::: n'::m;; &

1 |
[ Activities that drain our brain J [Actlvlﬂa_tormourhth
[ l | I [ |
[ Decision making ] [ Socializing J [Movlng our bodlos] [ Music ]
l [ I L |
Imputse control
Driving in traffic iﬂc:u.:‘i:a g:g:"' | pff,'.."d :',".::: .,".',':,',. | Naps

What else can you think of?

,....."‘....‘.."..':::.....] [vtgorous -wds-]
fike yoa & 1ai chi & endorphins

3

Playing with pﬂs Ploylng with l:lds

Tz

Figure 1: Original diagram inspired by International Coaching Federation webinar with James Garret on “Brain Science for Coaches”
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RETHINKING OUR HOSPITALS

Organizations across all industries are at an important
crossroads and veterinary medicine is not unique in its
challenge to attract and retain top talent. We need to move
past seeing wellbeing as a marketing tool to attract new
people and recognize the bigger impact on our community
and our society when people are tuning out, burning out
and walking out. If we fail to support employee wellbeing,
we are failing to optimize people’s potential, ultimately
affecting our financial bottom line. We need a holistic
approach where wellbeing is embedded in the strategic
plan, hospital policies and procedures so that it becomes
culturally normalized or part of “the way we do things
around here”.

What are practical ways we can normalize and embed
wellbeing into our day-to-day practices at work?

What policies are in direct opposition to employee
wellbeing?

How well do your hospital’s leaders model healthy
behaviours and choices?

What can we learn from other organizations that have
created healthier, human-centered workplaces that
prioritize wellbeing?

How can we think creatively to find innovative NEW ways of
managing our teams that make space for rest and renewal?

In veterinary medicine, wellbeing is not a one-size-fits-all
all strategy. Perhaps, before we can shift our culture to one
of wellbeing, we need to broaden the current model of
success from one that celebrates doing and busyness to
one that recognizes the power of the pause. What small
steps can you take today to make recharging a sustainable
practice for both yourself and your team?

L0 oo, o)
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CLIMATE CHANGE AND THE VETERINARY
PROFESSION

CARBON LITERACY & SUSTAINABILITY
& Jen Gale, BVetMed | Carbon Literacy Trainer and Founder of Sustainable(ish)

* What is climate change?

* Whatis causing the climate change?

CLIMATE CHANGE
AND THE VETERINARY PROFESSIO

Jen Gale BVetMed MRCVS
Sustainable(ish)

« How is the veterinary profession contributing to climate
change?

« The impacts of climate change

« The impacts of climate change on the veterinary profession

fany
N

WHAT IS CLIMATE CHANGE?

- Small animal vet
- Founder of Sustainable(ish)

- Sustainability coach, author,

podcaster and speaker “Climate change refers fo a large-scale,

long-term shift in the planet’s

- Carbon Literacy Trainer
weather patterns and average temperatures.

- Vet Sustain Director and

member of Vet Sustain’s UK Met Office
Greener Veterinary Practice
Working Group
4
WEATHER Vs
- What you see when you - The weather conditions f CLIMATE CHANGE
look out of the window expected in aregion a
eg wind, rain, snow etc particular time of yeai GLOBAL WARMING
- Hours/days - Years/decades =
CLIMATE CRISIS
CLIMATE EMERGENCY
CLIMATE BREAKDOWN
GLOBAL HEATING
“Climate is what we expect, weather is what we get.”
Robert A. Heinlein
5 6
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"THE ERA OF GLOBAL BOILING
HAS ARRIVED."

~

Image: Professor Kimberley Nicholas

Temperature change in Canada since 1881

1920

m
[
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CLIMATE SCIENCE

N TWELVE WORDS...

Image: Professor Kig

IS THE PLANET REALLY WARMING?

www.showyourstripes.info

!

Temperature change in Ontario since 1871

14
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PROXY (INDIRECT) MEASUREMENTS

Data source: Reconstruction from ice cores.
Credit: NOAA

20
M oo Core Datm
380 | B Modern nstumental Data

For millennia, atmospheric carbon dioxide
had never been above this line

50 400 %0 200
Thousands of years before today

Image: climate.nasa.gov

Yearly global surface temperature and atmospheric carbon dioxide (1850-2022)
72

warmer than average

20"-century average

difference from average ('C)
(wdd) apixoip uoqies
Suaydsoune [eqo)s

cooler than average

1860 1880 1900 1920 1940 1960 1980 2000

year

Image: Climate.Gov

BUT IT'S NOT JUST
CARBON DIOXIDE...

€O, emissions by fuel or industry type, World

asbiont
a0bilont
25biont
20biont
15bilont
10biont

Sbiont

ot
50

Data source: Gl OurMordiData.orgco2.nd-reenbou

Image: Our World in Data

HOW MUCH HAS THE EARTH ALREADY WAR
COMPARED TO PRE-INDUSTRIAL LEVELS?

Join atmenticom | use code 12830290

05C 12¢C 15C 2c
Settings.

18

Joinatmenticom | use code 12830290

What are the main greenhouse gases?
O responses

WHERE DO THEY
COME FROM?

19
THE MAIN GREENHOUSE GASES
Water VapOUT tavbocrglnxlde mzﬂ:ne nkmrl‘lsaxidz :2!:::’5
Carbon dioxide (CO2) : 3 ?
Methane (CH4) Q () «,
Nitrous Oxide (N20O) .
F-gases 1 25 298 105-10,0005
21
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methane nitrous oxide
CH, N0

@ @
e O T

carbon dioxide
Co.

-k

Greenhouse Effect Greenhouse Effect:

Normal CO,

Image: www.nps.gov

SCIENTIFIC CONSENSUS

*1995 IPCC report: a “discernible” human
influence on global climate

IPPC
= Intergovernmental Panel
on Climate Change

The United Nations body for
assessing the science related
to climate change.
Created in 1988.

The objective of the IPCC is to
provide governments at all
levels with scientific
information that they can use
to develop climate policies.

+2007 IPCC report: human activity “very likely”
to be influencing global climate

*2013 IPCC report: human activity “extremely
likely” to be influencing global climate

#2021 IPCC report: "It is unequivocal that
human influence has warmed the
atmosphere, ocean and land”

27

Image: Professor Kimberley Nicholas

29
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THE CARBON FOOTPRINT
OF ANIMALS UNDER OUR CARE

SPECIES AVERAGE TOTAL CARBON
FOOTPRINT OF ALL THE
ANIMALS UNDER THE CARE OF
EACH VET PER YEAR
EQUINE 524 tonnes CO,e per vet per year
DOGS AND CATS 1,000 tonnes COe per vet per year
SHEEP. 7,000 tonnes CO,e per vet per year
DAIRY CATTLE 26,000 tonnes CO,e per vet per year
PIGS 27,000 tonnes CO,e per vet per year
BEEF CATTLE 30,000 tonnes CO,e per vet per year
FARMED FISH 36,000 tonnes COe per vet per year
POULTRY 99,000 tonnes CO,e per vet per year

Andrew Prentis
bon

f-th, Is-und
wwy pr

Image: Professor Kimberley Nicholas

coneLLEo | MeoiA RELATIONS

CORNELL CHRONICLE

Topics Campus & Community Al stories I the News Expert Quotes Cornelians

More than 99.9% of studies agree: Humans caused climate
change

[

125 climate-
relared studies.

www.news.cornell.edu/stories/2021/10/more-999-studies-agree-humans-cause:

BEd o --
NEWS

Home | Israel-Gaza war | Cost of Living | War in Ukraine | Climate | UK | World | Business | Politics | Culture

A Home  =MNews . Sport ;& Weather I3 iPlayer Il Sounds

Science & Environment

World's first year-long breach of key
1.5C warming limit

©8 February - B Comments

www.bbc.co.uk/news/science-environment-68110310
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Attibuting extreme weather to
climate change
e e e e
.
[RaTE——
| —
ety
o — .

www.carbonbrief.org/mapped-how-climate-change-affects-
extreme-weather-around-the-world/

® &
00000 u‘
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Image: global-tipping-points.org/summary-report/section-1/

“As a member of the veterinary medical profession, |
solemnly swear that | will use my scientific knowledge
and skills for the benefit of society.

The RCVS Code of Professional Vil stive i

Conduct 6.1: “Veterinary surgeons

must seek to ensure the protection of 2ipiomote snimal healthand weifare,
public health and animal health and peeadieere el teribg)

> protect the health of the public and the environment, and
> advance comparative medical knowledge.

welfare and must consider the

impact of their actions on the

environment.” (RCVS, n.d.) 1 will perfor dutie ously, with dignity,
and in keeping i veterinary ethics.

e S 4
to maintain the highest and ethical
standards for myself and the profession.”

www.rcvs.org.uk/setting-
standards/advice-and-guidance/code-
of-professional-conduct-for-veterinary-

surgeons/ www.canadianveterinarians.nef

canadian-vetering

37
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‘Drought is on the verge i

Global heating likely to hit world food

supply before 1.5C, says UN. rt ‘Third of staff laid off at major New

of becoming the next af 0
Zealand ski field as warm winter leaves

pandemic’
it e e
R S ——
Eetohangsurspescn =
Fires, floods and disappearing
‘We can't escape’: climate crisis is beaches: can holidays

driving up cost of living in the US west survive?

Fears many Australians will abandon
home insurance as premiums jump 50%

I;;llllrdml. healthcare systems in northern hemisphere,
SospE? in high-risk areas

the World Health Organization said Wednesday. ‘Median premiums across llareas rose 25% n the year to March

and actuaries warn climate disaster are driving them to
unaffordable heights

and asthma.

e Network Rail to spend £2.8bn to cope

Mosquito-borne diseases becoming with effects of climate crisis
increasing risk in Europe

32

Liver fiuke life cycle

Know the signs of heatstroke
semee

34

WE CAN USE OUR UNIQUE POSITION

Vet Vetscaninfluence [
Sustain  climate change  EZAGSAI

As

e Educators

® Influencers

o Citizens

e Trusted professionals

And we can act

Personally ¥
Human health Environment

Professionall ¢ v
/ , =

Collectively

To influence at the level of
Planet

Community

Practice

“Limiting warming to around
1.5°C (2.7°F) requires global
greenhouse gas emissions to
peak before 2025 at thoe latest, " secure a liveable future. We have
and be reduced by 43% by the tools and know-how required

2030" 2 1 to limit warming,”
IPCC_ARS_WGIlI IPCC Chair Hoesung Lee.

"We are at a crossroads. The
decisions we make now can

R I SN
“It's now or never, if we want to limit
global warming to 1.5°C (2.7
, Without immediate and deep emissions
reductions across all sectors, it will be
impossible.”
v

rki -Chair Jim Skea
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QUESTIONS?

jen@sustainableish.co.uk

\ /
"WHAT HAPPENS
AND IN\THESE NEXT FEW YEARS

WILL PROEOUNDLY AFFECT THE

€ NEXT FEW THOUSAND YEARS"
Sir David Attenborough

39 40
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HOW TO MEASURE YOUR CLINIC’'S CARBON
FOOTPRINT (AND WHY YOU MIGHT WANT TO DO IT)

CARBON LITERACY & SUSTAINABILITY

& Jen Gale, BVetMed | Carbon Literacy Trainer and Founder of Sustainable(ish)

HOW TO MEASURE YOUR
PRACTICE’'S CARBON FOOTPRINT

Jen Gale BVetMed MRCVS
Sustainable(ish)

Small animal vet
Founder of Sustainable(ish)

Sustainability coach, author,
podcaster and speaker

Carbon Literacy Trainer

Vet Sustain Director and
member of Vet Sustain’s
Greener Veterinary Practice
Working Group

SCOPES 1,2 AND 3

7

SCOPE 1 SCOPE 2 SCOPE 3

Direct emissions from  Indirect emissions from Al other emissions
operations purchased energy associated with a
company's activities

3 A)

‘. ONTARIO
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* Whatis a carbon footprint2

+ Why do need to know?

* Where are emissions coming from in veterinary practice?
« Data collection
« Carbon footprint calculators

« So you know your carbon footprint - now what2

WHAT ACTUALLY IS A CARBON FOOT!

“The term carbon footprint is a shorthand to describe the best
estimate that we can get of the full climate change impact of
something. That something could be anything - an activity, an item,

a lifestyle, a company, a country or even the whole world.”
Mike Berners-Lee

15 CATEGORIES OF SCOPES 3

Upstream Scope 3 Emissions Downstream Scope 3 Emissions

Purchased goods and services

[

9. Downstream transportation & distribution

L

Capital goods 10. Processing of sold products

w

Fuel- and energy-related activities 11. Use of sold products
(notincluded in scope 1 or scope 2)

12. End-of-life treatment of sold products
. Upstream transportation & distribution
13. Downstream leased assets
. Waste generated in operations
14. Franchises

15. Investments

4
5.

6. Business travel
7. Employee commuting
8,

. Upstream leased assets

{
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NET ZERO

Reducing Greenhouse Gas
emissions to as close to zero
as possible
SBTi - 90% reduction by 2050

Net zero is a state where we add

no incremental greenhouse
gases to the atmosphere.

The process of offsett]
emissions to neutral.
Achieved through
purchasing carbon credi
from offsetting projects.

Carbon neutrality does nof
remove carbon, but can b,
step towards Net,

TOP
TIPS @

9
SO HOW
DO WE DO IT?
MAKE COPIOUS
NOTES!

g
ff}\iﬁs ONTARIO
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C
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FIVE THINGS ABOUT SCOPES 1, 2 AND

One Two Three Four
Scope 1 and 2 In many cases, Scope 3isusually  You have less You cai!;'t get
are usually within  solutions exists to where the impact control so will net zero witho!
a business' confrol ~ deliver net zero is need to

for Scope 1 collaborate to

and 2 emissions reduce Scope 3.

(o]

WHY DO WE NEED TO KNOW?

+ ‘We can't manage what we can't measure’
« Setting targets for reductions

« Legislation

Pressure/demand from clients and supply chain
« Transparency

« Benchmarking

STEP 1 - WHOSE JOB IS THIS?

Who is going fo be responsible for measuring the practice’s
footprint?

Block out time for it to happen

What support do they need?

STEP 2 - DECIDE ON YOUR BOUNDAR

What scopes are you going to measure?
Decide on a baseline year

Are you including all of your veterinary practices/branch
surgeries or just the main one to start with?2

Record number of members of staff (FTE), number of vets

{

© S)
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STEP 3 - COLLECT THE DATA

» Who has the bills2!

KEEP IT SIMPLE
TO START WITH!

* What information do you need?

15 16

SCOPE 1

Gas bills (heating and cooling)

Qil

Biofuels or biomass

Fuel bills for practice owned vehicles (NB. Vehicle details)

Refrigerant gases (eg from air con usage)

Anaesthetic gas usage

SCOPE 2 SCOPE 3

Water and sewerage bills
+ Electricity bills ‘Grey fleet’ (NB. Vehicle details)
Waste

— domestic/general

- recycling
- veterinary care waste: offensive, clinical, pharmaceutical, shurp’

Staff commuting

Procurement
19
STEP 4 - CALCULATE YOUR FOOTPRI
Bl S Sgmer semchicce
« Emissions factors __

» Carbon footprint calculators
Emission Factors and Reference Values

‘Emission Factors and Reference Values (PDF version)

www.canada.ca/en/environment-climate-
change/services/climate-change/pricing-pollution-how-it-will-
‘work/output-based-pricing-system/federal-greenhouse-gas-
offset-system/emission-factors-reference-values.html

f‘:r‘i#s ONTARIO © AN o
@& #70 VETERINARY tid LnJ
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Natural Resources Canada Canadi
fpeaen nrcangeca i)

Energy | MiningMaterials | Forests Earth Sciences Hazards | Explosives | The North

www.oee.nrcan.ge.ca/corporate/statistics/neud/dpa/calcula
tor/ghg-calculator.cfm

23

JUST THE RAW DATA CA

25

“Limiting warming to around 1.5°C
N\ (2.7°F) requires global greenhouse
gas emissions to peak before 2025 at
., the latest, and be reduced by 43% by
2030”

IPCC_AR6_WGIII

" mElkeatricity
' Gas Fuels
 Liquid Fuels
uomass
222.511 CO2e e
- 219.64t from nitrous oxide  |ie
(22 size E cannisters) o Tl
m Public Travel

' General Waste

 Medical Waste:

' Angesthetics

29

ONTARIO 9
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THE VETERINARY CARBON CALCULA

Windsor Vet Practice ‘
ol Ve 8o
A

www.vetsustain.org/shop/carbon-calculator

STEP 5 - SET EMISSIONS REDUCTION
TARGETS AND CREATE A PLAN!
Net zero?

2030 goal?

3/5 year goals

|
|

IDENTIFY HOT SPOTS
AND QUICKWINS |

2020 S

- Gas Fuels
 Liquid Fuels
#tiomass
m Biofuels

44.52t CO2e S

- 39.94t from nitrous oxide S

(4 size E cannisters) aPAk T

= General Waste

= Medical Waste

= Anzesthetics

30

©
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TOP
TIPS @

GET OTHER PEOPLE
ON BOARD!

QUESTIONS?

jen@sustainableish.co.uk

31 32
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THE SUSTAINABLE VETERINARY PRACTICE
OF THEFUTURE

CARBON LITERACY & SUSTAINABILITY
& Jen Gale, BVetMed | Carbon Literacy Trainer and Founder of Sustainable(ish)

+ What do we need to do?

THE SUSTAINABLE VETERINARY
PRACTICE OF THE FUTURE

Jen Gale BVetMed MRCVS
Sustainable(ish)

+ The power of imagination and storytelling
« Postcards from the future

« Veterinary practice in 2030

fany
N

Small animal vet

Founder of Sustainable(ish)

Sustainability coach, author,
podcaster and speaker

THE SCIENCE SAYS...

Carbon Literacy Trainer

Vet Sustain Director and
member of Vet Sustain’s
Greener Veterinary Practice
Working Group

“Limiting warming to around

NET ZERO

Reducing Greenhouse Gas
emissions to as close to zero

1.5°C (2.7°F) requires global
greenhouse gas emissions to

peak before 2025 at the latest,

and be reduced by 43% by

"We are at a crossroads. The
decisions we make now can

1 secure a liveable future. We have
the tools and know-how required

2030" “ to limit warming,”

as possible = -
IPCC_ARS_WGIlI IPCC Chair Hoesung Lee.

SBTi - 90% reduction by 2050

R

“It's now or never, if we want to limit
global warming to 1.5°C (2.7°F).

, Without immediate and deep emissions
reductrons across all sectors, it will be

Net zero is a state where we add

no incremental greenhouse
gases to the atmosphere.

hair Jim Skea
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SR 2
POSITIVE.NEWS
What if everything turns out OK? The power of imagining a better
future

‘www.positive.news/society/the-power-of-imagining-a-better-futy

7
POSTCARDS FROM THE FUTURE e
/ ‘
weng V=
9

in the middle of the city, it , but there are

TRANSPORT Public transportis. . 2 chasperand

Fower

v joumeys,
Schools . which has really heloed to reduce asthma | 3 d ey
"buses’ ae a joy to see 35 the children make their way to school

Pt s and inboth noise
50 noticeable when | think back to the ‘old cays” But n general there- flexble:
=

the o commuting
(which has led to an increase in productivity - who knew?)

T . I health. Looking back,
none of s can see why t ook us 50 long!

You might be wondering what holdays look Ike?
Well the UK. 3 1 regererated.

ravel, eq also
aided by the uptake in video conferencing kick-started by Covid-19). Mind you, the high spaed train links to, and througho Europe.
il those 0 havel

and are a much less

Join at menticom | use code 12830290 Greetings from 2030!

Co-benefits -travel and transport - e 0 On the surface, our buildings might not look all that different, but huge retrofitting projects f

acilitated by both central and local government in the 2020’s mean that the energy
O responses serformance of our buildings has dramatically improved, which is great news!

lew building regulations require new builds to be ‘Passive House standard, meaning that enery bills have
ENERGY AND New build I builds to be ‘Passive House' standard, h bills h
BUILDINGS olummeted and that these houses are warmer in the winter, and cooler in the summer - win vin!

Solar panels are everywhere - roofs, walls, even windows! And we've all grown to love the majestic sight of
wind turbines on top of hils and out to sea, quietly turning, supplying us with a steady supply of clean,
renewable energy.

Battery storage advances in the 2020's have helped to allay concems about 2 constant energy demand,
alongside things like anzerobic digestion, that can help to keep the lights on when the weather can't

The National Grid is still there, but more and more of us are getting our energy from community owned and
local sources, creating local energy grids, which reduce costs and are really popular. Al the schools and
oublicly owned buildings now have solar panels which has massively reduced energy bills for local
authorities, and also feed their excess into the local grid

Of course air pollution has fallen significantly, meaning that quality of life is improved all around! And the
transition to renewable energy has aiso created hundreds of thousands
of really good quality jobs across the country - what's not to love?!

11

Oresporses WHAT COULD
VETERINARY PRACTICE
LOOK LIKE?

13 14
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WISH XOUWERE HERE! Greetings from 2030! et 8
A WisH YO WERE HERE!

I'm just about to leave after another busy day at the clinic and can't help reflecting on the changes Anothor big change has bm 1o sansion to Groen Hoalth Coo Plans o lof ur pates.
that we've made and how far we've come in such a elatively short space of time. = | = Gone are the days of blai
I'mso delighted to now be sble to cycle safely to work, alongside so many of my colleagues - the fresh air and apprcite e talbred eronchwe st ol e o iy e ey nd
exercise that now book-end my days has made such a difference to my mental health, and the e-bike means alleviating were all \eammg
VETERINARY that | don't arrive hot and sweaty! I'm also surprised at how many clients now arrive at the clinic either via the about  few years ago. The nurses Jhowtobe a into their
PRACTICE new bus routes, or on foot if they're coming in for routine health checks and health boosters, and they alllove VETERINARY e Sl i, wd el o mar Sf ol st i il pers ¢ weightloss jounay is slso
the res lantingreward scheme we'u introduced forcaree avel. Howerer, we'™ seing fewer clen PRACTICE having a positive environmental impact s an edded incen:
e siselald i o sposing o ae ollowing rovews of the optimal dits or ourpet rombath a heath and an
15 s e e s s e s el 5 s e oy environmental perspeciive, we're al big fans of the latest novel protein oods, and now stock a ange of pet
. and plonet-friendly’ dicts
quicker and easier for them.

Our d at the difference
We have completed the reviews of all of our standard protocols now, and patient care is better than it's ever The clinc i now the equiva i o i Tl ot meaning that it takes very ltle energy
baen. We started off looking at our anaesthetic practices, and after some great in-house CPD the whole team 45 ks vear ot winhar i 5ok 1 the Gsnar Eviiyoos 1 80 rauch ors Comfostable;

are very confident with low-flow anaesthesia and often reflect on how much easier itis to manage. We are also pationts and stafl slike, Ancl| kowe the fact that the energy we do use comes from the rock-top solar
anaesthetising fewer patients after reviewing our criteria for sedation vs full GA and our practice manager is very that we had instelled a few years ago and that has already paid for iself

happy at the resultant savings on purchasing anaesthetic gases and oxygen!

And speaking of operating, simple switches like using Sterilium instead of traditional scrubbing up techniques and we Couid seem
have slashed our water usage, and the waste savings of using reusable drapes, gowns and scrub hats (everyone we've done a great job of positioning option for

loves choosing the fabric the fabric pattems they want for their own scrub hats!) has been staggering It 0. camenting our uniq d for One Health.

Join at menticom| use code 12830290 M Mentimetel

Co-benefits - veterinary practice : Graetings from 20301
Oresponses Z/TURS

YOUR 2030

17 18

Join at menticom | use code 12830290

Your 2030

Oresponses

CREATE A
COLLECTIVE 2030 VISIO

19

QUESTIONS?

jen@sustainableish.co.uk

21
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CLIMATE ACTION FOR VETERINARIANS

CARBON LITERACY & SUSTAINABILITY
Q Jen Gale, BVetMed | Carbon Literacy Trainer and Founder of Sustainable(ish)

* What can we do?
- Carbon footprints and climate shadows

CLIMATE ACTION
FOR VETERINARIANS

Jen Gale BVetMed MRCVS
Sustainable(ish)

* Where do we start?

« Getting others on board

fany
N

- Small animal vet

- Founder of Sustainable(ish)

- Sustainability coach, author,
podcaster and speaker

WHAT IS OUR ROLE IN
FIGHTING CLIMATE CHANG

- Carbon Literacy Trainer

- Vet Sustain Director and
member of Vet Sustain’s
Greener Veterinary Practice
Working Group

Choices for climate action: A review of the multiple roles individuals play
- Sam Hampton and Lorraine Whitmarsh

4 “"ﬁ.{g ONTARIO © AN o
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Choices for climate action: A review of the multiple roles individuals play
- Sam Hampton and Lorraine Whitmarsh

~N

9
FOOD
+ Our own diets — food choices, seasonal, food waste
« Food choices in the practice for staff eg in the staff room
+ Pet food
11
FOOD
+ Our own diefs - food choices, seasonal, food waste
» Food choices in the practice for staff eg in the staff room
+ Petfood
« Qurrole as a profession in supporting the fransition to lower
impact food production
13
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FOOD

« Our own diets — food choices, seasonal, food waste

FOOD

« Our own diets — food choices, seasonal, food waste

« Food choices in the practice for staff eg in the staff room
- composting bin for food waste

10

Cat
Small dog (<10kg)
Medium dog (10-30kg
Large dog (>30kg)

12

BVA POLICY POSITION

B ey Resccnton

Our position recommends that the veterinary profession promotes the “Less and Better” concept, which sees
some people reducing their overall ion of animal-derived products, while maintaining their

proportional spend on these products within their household food budget. This can be a mechanism for
financially supporting high animal health and welfare standards, as part of ensuring the expanding global
human population is fed sustainably and within planetary boundaries.

14
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@ VetSalus COURSES  OURSTORY  FAQ  MYDASHBOARD  JENG (O

Vet
Sustain

A Veterinary Approach to Sustainable
Food and Farfing

Created by Vet Sustain in conjunction with

15

Choices for climate action: A review of the multiple roles individuals play
- Sam Hampton and Lorraine Whitmarsh

17

Minster Vets Carbon Footprint 2019

CASE STUDY

« Using ‘switch off sickers" use (people

Case Study: The Minster
Veterinary Practice

leaving the CT scanner/ ultrasound machine etc on for longer thanit i noeded!
« Using an urn rather than kettle

+ Switchingto a renewable energy taif through VetPartners

« Instaling Radfleck radiator covers to reduce heat loss

« Switching off the radiators in rooms not in use

19

Choices for climate action: A review of the multiple roles individuals play
- Sam Hampton and Lorraine Whitmarsh

21
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THE CARBON FOOTPRINT
OF ANIMALS UNDER OUR CARE

SPECIES AVERAGE TOTAL CARBON
FOOTPRINT OF ALL THE
ANIMALS UNDER THE CARE OF
EACH VET PER YEAR
EQUINE 524 tonnes CO,¢ per vet per year
DOGS AND CATS 1,000 tonnes CO,e per vet per year
SHEEP 7,000 tonnes COe per vet per year
DAIRY CATTLE 24,000 tonnes CO,e per vet per year
PIGS 27,000 tonnes CO,e per vet per year
BEEF CATTLE 30,000 tonnes CO,e per vet per year
FARMED FISH 36,000 tonnes CO,e per vet per year
POULTRY 99,000 tonnes CO,e per vet per year

Andrew Prentis
bon f-th, Is-und

wwy

pr

16

ENERGY (AND BUILDINGS)

ENERGY SAVING

ENERGY EFFICIENCY

ENERGY

18

New passive vet centre opens in Wigan

standard.

illlr'lllilm‘.\l\;& \

www.brynvets.co.uk

20

TRAVEL AND TRANSPORT

Staff commuting
Travel to see clients
Practice vehicles

Client fravel to the practice

Drug deliveries

CPD

Image: Energy Savin

22
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-
Case’Study: - S ik i ot etk

« Changing our work van for an electric car

MiltonKeynes Vets4Pets

« Sending products out by post so there are fewer client trips

Z

Photo credit: Alison Sweeting

23

Mayne Veterinary Clinic
NF January 31at 6:21PM - @

Don't forget that pedal power! 2,
We still provide the option of E-cargo deliveries for you pet's
medication and food. This is a great service and a small local
business, it saves fuel, carbon emissions and your time!

25

“SHOPPING"” (AKA PROCUREMENT)
AND WASTE

THE WASTE HIERARCHY 1€
Consumables NB. theatre waste

‘Merchandise’/waiting room sales

Appliances/tech

REHOME

Waste segregation and recycling REUSE
o REDUCE

REFUSE

27

MAKE RECYCLING EASY!
Helen Gould - Old Hall Vets:

* Colour coded bins in EVERY room in the
same order

* Clear, colour-coded posters on walls

* Start with just 3 bins plus clinical waste
and sharps

* Place prominently so clients can observe
staff proudly separating waste

* Make the recycling bins easier to get to
than the clinical waste bins!

29
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A major consideration in our sustainability is our ambulatory vet service. Within the
practice we use "Webfleet" a tool to track and monitor our vehicles and how they are being
driven - reviewing any harsh braking, steering and excessive speed.

Within the practice we publish a league table of our most economical drivers in our
newsletters 1o encourage allto drive more efficiently and thereby use less fuel. It
encourages a focus for all to consider the way we drive, both at work and in our personal
time, and demonstrates how they can have an effect on the economy of the vehicles we all
drive.

As battery technology improves and our existing vehicles reach the end of their ifetime,
we will look to replace with electric alternatives. We need a real life range of around 250 miles to make this a viable
proposition for our busy ambulatory vets.

www p.co.uk/sustainabili georg

24
Choices for climate action: A review of the multiple roles individuals play
- Sam Hampton and Lorraine Whitmarsh
26
CIRCULAR ECONOMY...
« Recyclable drip bags/bottles
« Loan scheme for buster collars and post-op
t-shirts
* Re-usable aprons
* Re-usable drapes, gowns, masks, surgical hats
« Tins vs pouches
« Terracycle scheme collection point for pouches
and blister packs
« Refurbished IT and equipment
» Recycling needle caps!
+ Reducing clinical waste by clear segregation,,
« Fairphones for practice mobiles
« Composting paper towels and hair clippings
» Reducing printer and paper usage
28
ANAESTHETIC GASES AND DRUGS
[
Isoflurane 510 32
Sevoflurane 130 1.1
Nitrous Oxide 265 110
Carbon Dioxide 1 74
LINNAEUS
30
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protection is not just about psto

reduce the use of p h i d client

education. an audit delighted to find that our use of Highest

Priorty ~ Citcally important Antbiotics (HP-CIAS) has declined to zero. Sometimes it is as simple as not
8- it you learn to cope it

Case Study: Westover
Vets

pr—

Responsible use of parasiticides for cats and dogs

LL M Why are dung beetles so good?!

FarmVets
First in the field

31

- www.bank.green

33

INFLUENCE
(AKA GETTING EVERYONE ON BOARD)

Senior leadership
Colleagues
Clients

Supply chain

Wider community

35

37
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Choices for climate action: A review of the multiple roles individuals play
- Sam Hampton and Lorraine Whitmarsh

32

Choices for climate action: A review of the multiple roles individuals
- Sam Hampton and Lorraine Whitmarsh

Becoming Sustainable Vets:
30 Days Greener

By Laura Binnie, BYMAS, BSG, MRCVS, Paragon Veterinary Group, Cumbria

Our aim is to make Paragon carbon neutral by
2030, or hopefully sooner.

1dy done a ot of work towards this goal
/anced Breeding, Small Animal

La: lovember 2021, we decided to carry ‘
o, commit o or begin 2 nel diferent change

each day in a drive called 30 Days Greener which

We ran on our s edia

1 didn't want of things we've already done but wanted
1056 if W Could Come Up with even more ideas, no matter how small

Our staff were great and emailed me loads of great idea
imagine it's not that easy to change one thing a day for
v naged it and it's something we are proud of.

once told me that sustainabily sn't about a few people doing
g about a lot of people doing what they can to make a

www.paragonvet.com/assets/PDF-files/30-days-greener,

36

<} PRIORITISE...!

38
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Recruit a team

Measure your baseline practice carbon footprint
Set a Net Zero Goal and an interim 2030 goal
Identify your big emissions areas,

and some quick wins

Create a practice environmental policy
Owner/client education

- info of to reduce your pet's ‘pawprint’ in new puppy/kitten
packs

- client information evenings \
- blog posts

- waiting room displays
Progress over perfection!

QUESTIONS?

jen@sustainableish.co.uk

f:f&#’& ONTARIO
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GREENER VETERINARY

GREENERVETERINARY 1. oo sy
PRACTICE CHECKLIST  E5ni izt

PRACTISE RESPONSIBLE USE MEDICINES.
RESOURCE USE RESPONSIBLY

YOUR OPERATION

PRACTICE CHECKLIST © s T

www.vetsustain.org/resources/vet-

practice-checklist

vetsustain.org/resources/
vet-practice-checklist
#Greenervetchecklist

ot B\_IA?’? @lvm soospys

40
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MENTAL HEALTH: BUILDING RESILIENCE
AND MANAGING COMPASSION FATIGUEIN
VETERINARY MEDICINE

WELL-BEING & LEADERSHIP
& Saajan Bhakta, PhD (Psychology) | Former Director of Employee Experience at VetCor

Roadmap areativeasd

great ideaso Topics

CONFERENCE * Compassion Fatigue
Vicarious Trauma

* Burnout

* Stress and Anxiety
. . .pe . Moral Stress
Mental Health: Building Resilience and Managing
Compassion Fatigue in Veterinary Medicine Actionable Practices

¢ PERMA Model for Building Resilience

Saajan Bhakta, PhD *  Mindfulness

Professional Quality of Life Scale

Suicide Hotline: 988

Warmline (for those who aren't in crisis, but want
to talk to someone): www.warmline.org

Text HOME to 741741 to connect with a Crisis
Counselor

ReSOUfCGS Free 24/7 support at your fingertips Question Cards

ConnexOntario Helpline

Free and confidential health services information
for people experiencing problems with alcohol
and drugs, mental iliness or gambling.

Toll-free:1-866-531-2600
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Pieces of the Puzzle

Professional
Quality of Life

“The expectation that we can be immersed in suffering and loss daily
and not be touched by it is as unrealistic as expecting to be able to
walk through water without getting wet.”

Dr. Rachel Remen

Compassion
Fatigue

Compassion
Satisfaction

Secondary
Trauma

Compassion Fatigue, VT, and Burnout

Compassion Fatigue: “The profound emotional and physical erosion
that takes place when helpers are unable to refuel and regenerate”
(Figley, 2013).

Vicarious trauma: “The profound shift in world view that occurs in
helping professionals when they work with clients who have
experienced trauma. Helpers notice that their fundamental beliefs
about the world are altered and possibly damaged by being repeatedly
exposed to traumatic material” (Peariman & Saakvitne, 1995).

Burnout: “The physical and emotional exhaustion that workers can
experience when they have low job satisfaction and feel powerless and
overwhelmed at work. However, burnout does not necessarily mean
that our view of the world has been damaged, or that we have lost the
ability to feel compassion for others” (Figley, 1995).

Compassion Fatigue,

Compassion Fatigue: Losing the ability to feel empathy due to constant
exposure to others'suffering.

Vicarious trauma: Being emotionally affected by hearing about or
witnessing someone else’s trauma.

t: Feeling totally drained from stress and work overload.

Burnout & Compassion Fatigue

Compassion fatigue specifically arises from the empathetic strain of
caring for others, whereas burnout can stem from a variety of
stressors, including workload, organizational issues, or personal
factors.

® Burnout can turn into compassion fatigue when the stress and
PE emotional strain of caring for others become overwhelming, leading
to a depletion of empathy and emotional resilience.

The Difference?

Burnout is about feeling
exhausted from too much
work, and compassion
fatigue is about feeling

overwhelmed by caring too
much about others.

ONTARIO
VETERINARY
MEDICAL
ASSOCIATION

Burnout vs. Compassion Fatigue
Burnout is when a superhero gets
really tired and overwhelmed from
doing too much. They feel like they
can't keep going, and they start to feel
distant from their work and the people
they help.

Compassion fatigue is like when the
superhero cares so much about
others that it makes them feel really
sad and tired. They might even start
having bad dreams and feeling
anxious because they're taking on too
much of other people’s problems.

great ideasQ

CONFERENCE

+ High Stress: Long hours, fatigue, and
intense workloads.

+ Lack of Meaning: Reduced support,
excessive responsibility without

Contributions
control.

to Burnout

+ Challenging Culture: Poor peer
support, unprofessionalism,
disengaged leadership.

*  Work-Life Immbalance
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Contributions
to Compassion

Fatigue

(Ayl, 2013)

Internal factors that contribute to compassion
fatigue:

Ability to experience emotion
Personality types

+ Research has shown DVM students t)end to
lack assertiveness (ability to say no), are
perfectionists, and have a high sensitivity to
suffering (placing the needs of others
before their own).

External factors that contribute to compassion
fatigue:

Time constraints

Exposure to death and grief
Unresolved trauma
Work-related stress

Cl

focus on

media and online

Your boss and the

numbers/production

2

lient insults/social Self-loathing after a

reviews case gone wrong

5

The fear of a late-night
surgery which causes
you to miss your child's
birthday party (again)

Poor Stress Response

Performance

Seeing Improvement

Bored

- Burnout

Optimal
Performance

Fatigue

Energised

Focused v
Work feels Exhaustion
effortless Health

Breakdown & burnout

EUSTRESS DISTRESS

Verkes Dosison Curve 1908

Level of Stress

15
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Stress vs Anxiety

Stress: “People experience mental and physical symptoms, such as irritability,
anger, fatigue, muscle pain, digestive troubles, and difficulty sleeping” (APA,
2021).

Stress is generally a response to an external cause (angry client, negative online review,
disagreement on a clinical case), which usually dissipates once the situation or stressor
has been resolved.

Anxiety: “Persistent, excessive worries that don't go away even in the absence
of a stressor” (APA, 2021)

Anxiety is typically characterized by a persistent feeling of apprehension or dread related
to things which are generally non-threatening. Unlike stress, anxiety persists even after a
concern has passed (toxic work environment, etc.)

(Ross, 2018)

12

Kahler (2014) argued that moral stress is the top
trigger in veterinarians’ compassion fatigue.

Handling ethical dilemmas, or the lack thereof, is
the most common cause of poor wellness in
veterinary medicine.

o

Moral Stress

While there are several events which can impact a
veterinary professional’s wellness such as giving
bad news, interacting with difficult clients, and
work-life balance, handling ethical dilemmas is
the worst stressor.

Research has shown that veterinarians face ethical
dilemmas three to five times per week (Kahler,
2014).

16

How to Help Peers

In veterinary medicine, we
all care for one another,
and we sometimes might
need to help colleagues,
peers, and friends in the
industry through
challenging times. As a

N

veterinarian, technician, or Sympathy Empathy: Compassion:
clinic team member, you |- coc ‘abious | feel your | want to relieve
might also be supporting Suftering. your suffering.

clients as their pets cross
the rainbow bridge.

: . Engagement
Active/reflective listening

« QPR for crises

+ Referrals

©

2024 OVMA Great Ideas Conference |

S

59



Active Listening

« Active listening is when you are literally
in an active state of listening.

Your goal is to be in a psychological
mindset of just hearing what the other
personis saying. This means that you
are not interpreting by using your own
lens, but you are hearing the other
person as an OTHER.

« Active listening requires full attentionin
order to be able to really hear the words
that the other person is saying. It also
requires being in a cognitive and
emotional space of curiosity.

« When listening with curiosity, it doesn't
mean you agree with the other person,
but you are genuinely interested in their
perspective.

17

There is no policy or protocol.

There is no magic answer, so it is important
to be proactive in your approach.

Prevention is KEY!

Addressing
Compassion
Fatigue

It starts with a proactive approach that puts
balance at the forefront of your mind.

Determine your emotional triggers (a
trigger is a painful emotional response).

Find a compassion fatigue specialist.

+ Bottled-up emotions
* Sadness and apathy

+ Inability to get pleasure from activities that
previously were enjoyable

+ lIsolation
@ + Difficulty concentrating
+ Feeling mentally and physically tired
Symptoms of
Compassion

+ Chronic physical ailments
+ Voicing excessive complaints about your job,
your manager(s) and/or co-workers
F0t|g ue + Lackof sglf-care,including poor hygiene and a
drop-off in your appearance

+ Recurring nightmares or flashbacks

+ Substance abuse or other compulsive
behaviors such as over-eating or gambling

(AVMA, 2021)

Addressing compassion fatigue!

Building resilience is key to preventing compassion fatigue!

The Substance Abuse and Mental Health Services Administration (SAMHSA) cites four
areas that are key to building resilience:

* Adequate sleep

¢ Good nutrition

* Regular physical activity

* Active relaxation such as yoga or meditation
Take time to be alone with yourself.

Engage in meditation and/or mindfulness-based stress reduction.

Engage with co-workers to celebrate successes and mourn sorrows as a group.

(AVMA, 2021)

ddressing compassion fatigue!

20

The Five Cs Model

Building resilience is key to preventing compassion fatigue!

Connect with other colleagues, either in ?erson or through online discussions like
Not One More Vet, for shared support that can help you féel supported and heard.

Practice expressive writing - Journaling for about 15 minutes every day about
what stressed you out that day, what went well that day, etc. (Freestyle

Practice your spiritual or religious beliefs.

Complete basic hygiene tasks every day, such as combing/brushing your hair
and changing into and out of work clothes (scrubs off before dinner!?

Wash up before you leave work — Give it a try! Washing your hands and face
before walking out of the door can help leave work at work. Think of it as a
symbolic ‘washing away' of the hardness of the day.

(AVMa, 2021)

Control: Identify aspects of your work and life that
you can control and take charge of them. Set
boundaries and prioritize self-care.
Communication: Share your feelings and
experiences with trusted colleagues, friends, or
therapists.

Connection: Maintain meaningful relationships both
inside and outside of work to combat isolation.
Coping: Develop and use effective coping strategies
for managing stress.

Compassion: Cultivate self-compassion and self-
care as integral parts of your daily routine.

ONTARIO
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A

—

Self-Care

A

Self-Care
Pillars

We must be careful that we don't fall into a yo-yo cycle
with self-care.

Yo-yo cycle: You get away from work and you feel better,
you come back to work, and you feel distressed. You might
even be more bitter the day you return to work!

Make self-care a way of life, not just an event that you look
forward to.

The 5-Minute Self-Care Plan: Dedicate at least five
minutes each day to self-care activities such as deep
i ises, itation, journaling, or a brief

walk.

+  Write down five things every day that didn't totally suck
(this puts things into psychological perspective and
reduces emphasis on stressors)

+ Say no to the dinner plans!
« literally stop and smell your coffee.
+ Don't eat the kale salad (even if Instagram tells you to!)

(Pulito, 2017)

Spiritual:
» Acknowledge spirituality beyond religion

+ Attend religious services or seek virtual support if
religious

+ Practice gratitude and mindfulness for
connection with others and nature

Financial:

« Be aware of financial stress during splurges to
prevent more stress

+ Stay within financial means for sustainable self-
care

« Avoid turning self-care into retail therapy
-+ Rule: Self-care now shouldn't cause stress later

Self Care Wheel Activity

Gratitude Wall Activity

ONTARIO
MEDICAL
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A

Self-Care
Pillars

A

Self-Care
Pillars

Creative |deas

Social:

+ ldentify supportive people, even if not close
(Sometimes those who we love can drain us)

+ Connect through various means: coffee, dinner,
walks, FaceTime, text, group chats, etc.

+ Recognize those who alleviate stress and those
who add to it

+ Choose healthy social outlets

Physical:
+ Engage in physical activities: walks, gym, yoga,
stairs, dancing, stretches

+ Incorporate stress-relief techniques: massage
pressure points, breathing exercises

+ Prioritize attainable and realistic physical
practices

+ Emphasize diaphragmatic breathing for
physical and mental health

Mental/Creative:
« Engage in activities that help unwind

« Reading, journaling, music, art, cooking, hobbies,
etc.

« Focus senses on tasks to divert from work or stress

« Use TV in moderation to avoid excessive mental
strain

Additional Considerations:

« Create a personal list of self-care practices that
work for YOU

« Explore apps like Virtual Hopebox (The app contains
simple tools to help users with coping, relaxation,
distraction and positive thinking using personalized
audio, video, pictures, games, mindfulness
exercises, activity planning, inspirational quotes
and coping statements.

« Utilize company-provided resources like EAP, Aetna
Resources, etc.

¢ Mindful Coloring or Art Therapy: Engage in coloring books, painting,
or other forms of art therapy to relax and express your emotions
creatively. Art can be a therapeutic way to release stress.

Nature Immersion: Spend time in nature, whether it's a park, forest, or

beach. Nature has a calming effect and can help you reconnect with

your inner self.

Music and Sound Therapy: Listen to soothing music, practice deep

breathing while focusing on calming sounds like ocean waves or
rain, or even try playing a musical instrument to relieve stress.

Immersive Virtual Reality: Explore VR experiences designed for

relaxation and stress relief. VR can transport you to calming virtual

environments.

great ideasQ
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How to say no

¢ Laughter Yoga: Join a laughter yoga group or simply watch
funny videos and sitcoms. Laughter has been shown to
reduce stress and boost mood.

¢ Regular Digital Detox: Take a break from screens and digital
devices regularly to disconnect and recharge.

¢ Imagination and Play: Embrace your inner child by engaging
in playful activities, such as building with LEGO, playing board
games, or doing puzzles.

* Random Acts of Kindness: Perform small acts of kindness for
others. Helping others can boost your own sense of well-
being.

Buy Time: Even if you know the answer is
no, allowing time to pass between the
request and your response can mitigate
any potential damage to the relationship.

Ask for Clarification: This makes it appear
as if you are truly their advocate and
acting in their best interest. People feel
appreciated when you want to know
morel!

Start with Thank You: Research shows that
offering gratitude before declining a
request develops rapport.

Compliment -No—- Compliment Method

Last Resort: Courage-Inducing
Introduction (This is really hard for me to
say, but this time | have to...)

29

When veterinarians witness the loss of pets by
clients, they feel it too. You are not robots!

Humans are physiologically wired to take on the
pain and emotions of others (Bergland, 2013).

Honoring the
Bond of
Attachment

Consider a personal process whereby you center
yourself before and after each euthanasia. This
might mean a few minutes before you enter the
room or taking a quick walk outside after. Give
yourself time to fully process the event before you
move on to avoid it from hanging over you and
compounding.

(Ayl, 2013)

Part Il: Actionable Practices

b,
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5 YaELElngARY great ideas
>§§}’ ASSOCIATION CONFERENCE

30

Professional
Quality of Life
Scale

I\x

Building

Resilience

Compassion Satisfaction and Fatigue
(ProQOL) Version 5 (2009)
When you [help] people you their lives. As you your
compassion for those you [help] can affect you in positi Below are some-questi
about your experiences, both positive and negative, as a [helper). Consider each of the following
it how

your current i ly
frequently you experienced these things in the last 30 days.

I=Never 2=Rarely 3=Sometimes 4=Often  5=Very Often

1. lam hag

2. Iam preoccupied with more than one person | (help].

3. I gec satisfaction from being able to [help] people.

4. Ifeol connected to others.

5. 1jump or am startled by unexpected sounds.

6. Ifeel invigorated after working with those I [help].

7. Ifind it difficul to separate my personal lfe from my lfe as a [heiper].

8 1am not as productive at work because | am losing sleep over traumatic experiences of
aperson | (help).

9. I think that | might have been affected by the traumatic stress of those | [help].

. feel trapped by my job as a [helper].

1. Because of my [heping], | have felt "on edge" about various things.

Tlike my work as a [helper].

. feel depressed because of the traumatic experiences of the people I [help].

I feel as though | am experiencing the rauma of someone | have [helped].

. I have beliefs that sustain me.

.1 am pleased with how | am able to keep up with [helping] techniques and protocols.

A1988 study by Pennebaker et al. found that
participants who did expressive writing for four
days were healthier six weeks later and happier
up to three months later, when compared to
people who wrote about superficial topics (What
made you happy today? What made you sad
today? How was your day?)

A more recent study by Sergeant and Mongrain
(2014) found that expressive writing daily for
three weeks helped participants become more
engaged with life afterward, and it decreased
their pessimistic beliefs over time.
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Building
Resilience and
Wellbeing

The founding father of Positive Psychology, Martin
Seligman (2018), developed the PERMA Model,
which contains five factors to help individuals
build resilience and wellbeing - Positive emotions,
Engagement, (positive) Relationships, Meaning,
and Accomplishment.

« Moving from “fixing” what is “wrong” to
leveraging, amplifying, and developing what is
“right” (strengths; building from within).

« Using our own talents and innate skills as
building blocks.

+ Requires introspective reflection

POSITIVE EMOTION

When we feel positive emotions, we perform
better and feel better. So, let's amplify the
positive emotions in our life (intentionally!) to
help us build resilience.

1. Ask yourself what are the things that make
you happy? (music, gardening, movies,
exercise, etc.

2. Make a plan for how you are going to
incorporate more of what makes you happy
by budgeting the necessary time
throughout the week.

3. Gratitude diaries can also help train the
brain to focus on the positive and put things
into perspective.

4. Repeat!

(seligman, 2018)

ENGAGEMENT

Think about the activities you do when you feel like
time is just standing still.

* Soengrossed in the Game of Thrones episode
that you didn't hear your partner calling your
name?

* Sozoned out during your manicure that you just
felt completely in the present?

In psychology, this is known as “flow.” This is a state
of being fully engaged with a task.

Seligman argued that engagement is one of the five
crucial building blocks of wellbeing.

Achieving flow comes different for everyone. Not
everyone likes Yoga (it's true!)

Figure out what in your life gives you a sense of
engagementand flow and then amplify it.

(seligman, 2018) @ .

(POSITIVE) RELATIONSHIPS

Humans are wired to need a sense of belonging, a
connection, and emotional and physical contact
with others.

Relationships are a crucial part of our overall
wellbeing.

Our wellbeing can be negatively impacted by
destructive, draining, and one-sided relationships.

1. Make a list of the relationships in your life that
make you feel supported, included, understood
and cared for.

2. Amplify the amount of time you spend with
those people! (Be intentional about it)

3. Repeat

(seligman, 2018) @“

MEANING

Seeing and working towards a meaning that is bigger
and more important than just your own happiness is
important. This is really aligned with a helping
profession such as veterinary medicine. However, you
should also find meaning outside of your career.

1. Make a list of all of the activities that bring you
meaning in your life. Think about religious/faith
work, a political agenda, community work, and
volunteering.

2. Budget time in your schedule to spend time with
like-minded people in these groups because
working towards a common goal that you really
believe in brings significance to your life outside of
your career.

3. When the going gets tough at work, you are going
to need to rely on other meaningful activities!

(seligman, 2018)
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ACCOMPLISHMENT

The last building block that allows individuals to achieve
optimal wellbeing is pli Thisis

mastery over something (outside of being an amazing
DVM).

Perhaps you are always trying to beat the next level of
Candy Crush or you are so involved in Sudokus? Maybe it
is a jigsaw puzzle or beating your mile run time. Maybe
you are always trying to get a higher bowling score or
bake the perfectcake.

1. Make a list of things where you find yourself trying to
“get to the next level” or “the next step.”

2. Setrealistic goals to achieve that accomplishment.
3. Celebrate your success!
4. Repeat

Over time, you will find that the mere process of achieving

tasks can help you build resilience.

P—
—

(seligman, 2018)
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Make a commitment to begin pressing the STOP
button when presented with a stressful situation.

S Stop and interrupt “automatic pilot” by
concentrating on the present moment. Literally tell
yourself “stop!”

T Take a deep breath (or a few) and bring your

P E R M A CG I e n d G ri n g STOP attention to your breath as a focus point.
A Ct i Vity Tech n|q ue O Observe Become the observer of your thoughts,

emotions and physical reactions. What thoughts do
you notice? What emotions are present? How does
your body feel? Tune in and sit with whatever arises
for a few moments. In what ways can you respond
that would be positive and fruitful in the current
interaction?

P Proceed and reconnect with your surroundings.
Respond mindfully to the situation at hand.

42

Mindful gratitude

Practicing gratitude is an easy way to implement
Mindfulness has been shown to decrease mindfulness into your veterinary hospital.
professional burnout and compassion fatigue and
raise distress tolerance (Krasner et al., 2009). Use the TY4 method:
Guided meditation
Research suggests that practicing a 5- to 10-
minute guided meditation to transition from work
to home, especially after very long or very stressful
i day, can be effective. i While this takes very little effort on your part, when
MlndeIneSS MlndeIneSS you show appreciation, you feel good, too! That's
self-care at its finest. When you feel good, you're
less likely to burn out.

Thank you for (something specific) instead of a
@ blanket ‘thank you’ is much more meaningful to
people.

It allows veterinarians to leave work at work and be
fully present in their home lives.

Look for guided meditation apps like Headspace,
Calm, Insight Timer, or Smiling Mind, or search
YouTube for “guided meditation.”

Yoga

Yoga is not for everyone, and that is totally okay.
Give it a try a few times to see if the art of being
gggg)eic et al, 2017; Holzel et al., 2011l; Noonan, 2014; Chiesa & Serretti, present works for you!

(Correia et al, 2017; Holzel et al,, 2011l; Noonan, 2014;
Chiesa & Serretti, 2009)

PR for Preventing Suicide

QPR stands for Question, Persuade, and Refer —
the 3 simple steps anyone can learn to help save
Mindfulness practice leads to increases in regional alife from suicide.

brain gray matter density (Holzel et al., 2011)!
Similar to how people trained in CPR and the
Heimlich Maneuver can save lives, those trained
“Grey matter contains most of the brain’s neuronal in QPR can also save lives!

@ cell bodies. The grey matter includes regions of the

brain involved in muscle control, and sensory

. . . QPR training trains individuals on how to
Mindfulness perception such as seeing and hearing, memory, focogniz the warning signs of a suicide crisis
en P T g, and self- and how to guestion, persuade, and refer
Wor kS control” (Kolb &Whishaw, 2003). someone to help.
. . QPR is an emergency mental health

A large body of research has established the efficacy itervention for edicidal persons created in 1995

of mindfulness-based interventions in reducing by Paul Quinnett. The intent is also to identify and

symptoms of a number of disorders such as anxiety, interrupt the crisis and direct that person tothe

depression, substance abuse, eating disorders, and proper care.

chronic pain, as well ese as improving well-being

and quality of life (Holzel et al,, 2011). (Aldrich et al, 2018)

45 46
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A pet may be the only relationship in which
someone feels loves, appreciated, and valued.

prove it for the research enthusiasts!) (Bao &
Schreer, 2016)

YOU are the hero for making that relationship
possible!

You are
amazing!

Thank you for choosing a career and profession
that brings so much joy into our world.

The recent pandemic has highlighted the
importance of pets and the relationships they ha
with their pet parents, so thank you for your
contribution to the world.

Never forget that the Care of the Caregiver and
Health of Healer are two of the most important
aspects of your career!

Pets make people happy! (Yes, here is a citation to

ve

Suicide Hotline: 988

Warmline (for those who aren't in crisis, but want
to talk to someone): www.warmline.org

Text HOME to 741741 to connect with a Crisis
Counselor

Free 24/7 support at your fingertips

Resources

Veterans Crisis Line (connect with a VA
responder)

(800) 273-8255 and Press 1 or text 838255

211 provides callers with information about and
referrals to social services for every day needs
and in times of crisis

Ayl, K, & American Animal Hospital Association. (2
013). When helping hurts: Compassion fatigue in t
he veterinary care professional. AAHA Press.

Blough, J. A. (2016). To save a starfish : a
compassion-fatigue workbook for the animal-
welfare warrior. Deepwater Books.

Hamilton, N., & Recorded Books, Inc. (2020). Copin
g with stress and burnout as a veterinarian: an e
vidence-based solution to increase wellbeing.
Australian Academic Press.

Suggested
Readings

Knaus, W. J. (2014). The cognitive behavioral work
book for anxiety : a step-by-step program (seco
nd, Ser. New harbinger self-help workbook). New
Harbinger Publications.

a9
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Letter Writing Activity

* Write a letter to yourself as you were 10 years ago. Reflect on the experiences,
challenges, and lessons you've learned since then, both in your veterinary career
personal life. Share advice, wisdom, and encouragement with your past self, considering
what you wish you had known or done differently.

Write a letter to yourself as you envision being 10 years from now. Reflect on the
aspirations, goals, and dreams you have for your veterinary career and personal life.
Consider the experiences, challenges, and achievements you hope to have encountered

by then. Share your hopes, fears, and aspirations with your future self, offering words of
encouragement, wisdom, and support. Consider how reflecting on your present journey
can guide and inspire you towards your envisioned future.
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NAVIGATING CONFLICT RESOLUTIONIN
VETERINARY MEDICINE AND PRACTICE

WELL-BEING & LEADERSHIP

5'3 Saajan Bhakta, PhD (Psychology) | Former Director of Employee Experience at VetCor
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Navigating Conflict Resolution in Veterinary Medicine and Practice
Saajan Bhakta, PhD

atall levels experienced experienced it
conflictat some pointin | aimast constantly.

their wark experience

WS, employees spend approximately 2.1 hours per
| week involved in confict (25 defined as "any workplate
disagreement that disrupts the flow of work”).

witnessed it leating ohserved it causing
to persanal attacks. a project to fail

l[m_a‘ﬁ

Past history/personality issues

Different values and guiding principles
Causes of

Conflict Different perceptions or positions on the

issue

Lack of clarity

WHAT PEOPLE SEE

M BEHAVIOR
- ¥

VALUES

\

BELIEFS

|

WORLDVIEW

WHAT IS HIDDEN

Conflict is a natural and essential aspect of any
healthy organization. It plays a crucial role in
driving organizational success.

, Conflict =
The most productive teams are those that create )
an environment where members feel secure Effectlve
enough to express their disagreements openly. Teams

Ina culture that embraces dissent and even
encourages it, there is potential for fostering
innovation, diversity of thought, and ultimately,
improved decision-making processes.

UNHEALTHY CONFLICT &%

HEALTHY CONFLICT CAN:
1) MAKE GROUPS CONSIDER A WIDE RANGE OF OPTIONS

) BO0ST CREATVE THINKING
UNHEALTHY CONFLICT CAN:
KEEP GROUPS ATTENTIVE TO ALL INTEREST:
AREED BB ATTETI 1 K MTERESTS 1) ENCDURAGE THOSE WHO THNK THEY ARE “RIGHT” 10 FEEL
A1HELP HEAR EVERYONE'S DEAS SUPEROR T0 THISE WHD ARE “WRONG"
) FOCUS O THE FACTS AND STAY OBUECTIE ) LT PEESOALATACS D L
) USE ALOGICAL APPROACH T0 CONSIDER SOLUTIONS A ———

4) STIFLE COLLABORATION
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| DON'T HAVE
T0 ATTEND
EVERY ARGUMENT
I'M INVITED TO.

UNKNOWN

Learning
About Yourself
Activity

*Understanding Your Approach to Conflict

* Identifying Your Preferred Conflict Resolution
Strategies

The Thomas-Kilmann

Conflict Style Instrument
Competing —the goal is to
win,

Avoiding — the goal is to delay
(53% of people use this
method)

Accommodating - the goalis
to yield

Collaborating - the goal is
mutual participation

Compromising - the goal is to
find middle ground

Thomas-Kilmann Conflict Modes

Competing
+ Zero-sum orfentation
+ Winflose power struggle

Collaborating
+ Expand range of possible options
« Achieve winiwin outcomes
ASSERTIVENESS
Focus on my needs,
desired outcomes
and agenda

Compromising
« Minimally acceptable to all
« Relationships undamaged

Avoiding Accommodating
« Withdraw from the situation + Accede to the other party
« Maintain neutrality + Maintain harmony

COOPERATIVENESS
Focus on others’ needs and mutual relationships  (Batista, 2007)

Competing

Competing can be effective:

¢ When there is a requirement for prompt
and decisive action

¢ When unpopular action must be taken on
important issues

¢ When the issue is vital, and the right
course is clear

e To protect against people who take
advantage of noncompetitive behavior

Accommodating

Accommodating can be effective:

*When you are wrong, learning
is important, or demonstrating
reasonableness is critical

*When creating goodwill is
important

*When harmony is critical

Avoiding

Avoiding can be effective:

¢ When the matter holds little significance
¢ When you know you can't be satisfied

¢ When the costs of conflict outweigh the
benefits of resolution

¢ To allow time to “cool off”

* When others can resolve the issue more
effectively

11

Collaborating

Collaborating can be effective:

* When it's important that both sides be
integrated

¢ When you want to learn and fully
understand others’ views

* To merge different perspectives and
insights

* To work though hard feelings that have
interfered with interpersonal
relationships

Compromising

Compromising can be effective:

* When goals are less important than
avoiding the disruption caused by more
assertive conflict resolution styles

¢ When people have equal power and
commitment to mutually exclusive
goals

e To quickly reach a solution

e When it's important to reach a win-win
for all involved

13
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Key Takeaways

arad ing and ing your i style allows you to
‘,S" g enhance your negotiation skills and become a more effective
- negotiator.

When you become aware of your *default approach,”you gainthe
ability to select the most suitable approach for each unique situation.

-
i By adapting yourstyle accordingly, you can navigate negotiations with
greater finesse and achieve more successful outcomes.

-~

Interest-Based
Relational
Model

Make sure that good relationships are a priority.
Respect others and strive to be courteous while engaging in
constructive discussions.

p people from pi
Recognize that the other person is not "being difficult" — real and
valid differences can lie behind conflicting positions.

Listen carefully to different interests.
Aim to understand the perspectives of others to gain a better
understanding of why they hold their positions.

Listen first, talk second.
Actively listening before defending your position allows you to
remain open to the possibility of changing your mind based on new
information.

Set out the "facts.”
Decide on the observable facts that might impact your decision,
together.

Explore options together.

Be open to the idea that a third position may exist, and that you
might reach it jointly.

Be kind

Empathize

Paraphrase

Ask questions

“I” messages (I heard you say, | feel, | believe)

Use neutral language

Say “yes, and..."” instead of “yes, but....”

Practice difficult conversations ahead of time!

Avoid discussing attitudes and personalities

Be cautious with criticism

Find something on which to agree

Avoid assumptions

Listen actively

Manage anger

LARA Method

Listen, Affirm, Respond, and Add allows for a
straightforward and efficient approach to
communicate with empathy and clarity.

isten" involves attentively focusing on the other
person's words and emotions, refraining from any
interruptions or judgments.

« "Affirm" entails acknowledging their perspective and
feelings without expressing agreement or
disagreement.

- "Respond" involves sharing your thoughts and
emotions while avoiding blame or hostility.

« "Add" suggests providing suggestions or solutions
without enforcing or demanding compliance.

NEE]
Language

Instead of saying: “You never listen to my ideas!"
Neutral language: "l feel unheard when my ideas are not considered."

Instead of saying: "This is all your fault!"

Neutral language: "There are some issues that we need to address
together."

Instead of saying: "You don't care about anyone but yourself!"
Neutral language: "l feel like our priorities may differ at times."

Instead of saying: "You're being unreasonable!"
Neutral language: "I have a different perspective on this matter."

Instead of saying: "You're a terrible team player!"

Neutral language: "I've noticed some challenges in our collaboration."

19 20
What, Where, How, Who (be careful of why as “why”
Instead of saying: "l can't believe you did that.” questions can start to feel like an interrogation)
Neutral language: "I'm trying to understand your actions."
How do you see this situation from your perspective?
Instead of saying: "You always do this.”
Neutral language: "I've noticed a pattern in our interactions." Whatimpact do you believe this conflict is having on
eutra guag e
our relationship/team?
La nguage Instead of saying: “You're being unreasonable."
Neutral language: "Can we discuss our differing viewpoints?* Open-Ended What do you think might be contributing to the
. tension between us?
_ o Questions
Instead of saying: "That's a terrible idea.” ) ) )
Neutral language: *I have some concerns about that suggestion. Can you explain your reasoning behind that
decision/behavior?
Instead of saying "You're making this difficult.” i ) : ]
Neutral langue: "'m findingit challenging to navigate this situation.” How would you like to see things change or improve in
this situation?
What ideas do you have for moving forward and
finding a resolution?
21 22

ONTARIO
}’4‘&1‘.22{‘“‘" great ideas
ASSOCIATION CONFERENCE

oo

2024 OVMA Great Ideas Conference | 68



* Active listening is when you are literally in an active state of listening.

“ Your goal is to be in a psychological mindset of just hearing what the
other person is saying. This means that you are not interpreting by using
your own lens, but you are hearing the other person as an OTHER.

* Active listening requires full attention in order to be able to really hear the
words that the other person is saying. It also requires being in a cognitive
and emotional space of curiosity.

Active

Listening
* When listening with curiosity, it doesn’t mean you agree with the
other person, but you are inely i din their i

* “What | heard you say is...,” and then repeat the message you heard from
the other person. After repeating what they heard, it's important to ask,
“Did | get that right?” This allows the other person to clarify, if needed, and
also demonstrates that you aren't assuming anything.

Mismatched

Communication
Styles

Example: Venters vs. Explainers

* Mismatched styles can feel more effortful: the angdala may be
triggered, causing a reflexive reaction based on our hardwired
responses.

* Focus, be patient, and let them finish: During conversations, it's
important to maintain focus, exercise patience, and allow the
person to express themselves fully.

* Understandthat the act of venting or explaining is something the
person may feel compelled to do, so don‘t take it personally.

* After they are done, try asking:
* 1)"l can see that you had a lot to share. | want to make sure |
understood correctly, so what is the most important thing we need
to do in the short term, long term, and what should we prioritize

o

* 2) Then rephrase their response and ask, "Did | get that right, or is
there anything important that | missed?"

23

24

Quick Tips: Communication

Avoid using words like "business" or “operation. Instead, use
words like “clinic team, ™ your partners,” or “our group.”

Avoid using the word “staff or “employees.” Instead, choose
words like “team” or “partners.”

Get to we: “What can we do right now?” is a great question to
use. "How can we make this better? What are we going to do
about it2” This is a technique called “forced teaming.” If you
make the two of you a “we, ” the other person may be less likely
to direct their anxiety at you.

If you make a commitment to follow up by a certain time, provide
an update (even if you haven't completed their request,
ma‘livlams trust in the communication process. Silence in NOT
golden!

25

Undivided Attention: When people
are paid attention to, they feel
validated; they feel important.

[reiterate questions in your reply, even
in an emaill]

Give Praise: Sometimes the issue isn't
abouta skill deficit but a confidence
issue. A little encouragement can go a

long way-whether its with a few
words of praise or a simple email
high-five.

relatabilty.

- \
Thank you so much for
sharing those details with me.
Itis my understanding that...
and | am more than happy to
help with your request!

\ J

1know that XYZ can be
confusing sometimes, but you
amimpressed

with how on top of this you

Problem-Solve model vs
Problem-Talk-Solve [teach
how to fish vs feed]

arel Thanks for being such an
awesome technician.

Quick Tips: Communication

« Take a Time-Out: Step back from the discussion when anger escalates.
Cool down and collect your thoughts before returning to the
conversation.

* Practice Deep Breathing: Use slow, deep breaths to calm your nervous
system and reduce anger.

o - Identify Triggers: Be aware of what triggers your anger to better

Ma naging anticipate and manage it during conflicts.

Anger - Practice Empathy: Try to understand the other person's feelings and
concerns to create a more compassionate atmosphere.

* Seek Support: If anger alone is ¢ reach outtoa

trusted friend, mentor, or counselor for guidance.

+ Practice Mindfulness: Stay present in the moment, manage emotions,
and respond thoughtfully during conflicts.

* Set Boundaries: Establish respectful and constructive boundaries if the
discussion becomes too heated.

Empathize

THE FOCUS OF YOUR
LISTENING ISTO
UNDERSTAND THE
OTHER PARTY —FOR
YOUTO "GET IT"

CERETETTE USE COMMUNICATION

KNOW WHAT IT ISYOU
Coy SUMMARIZING

USE THE SAME SORTS
OF WORDS THEY ARE
USING (NOT THE
EXPLETIVES)

CHECKYOUR
UNDERSTANDING

ACKNOWLEDGE WHAT
HAS BEEN SAID

L
ground can help build a foundation for aresolution.

resortingto personalattacks or assumptions.

Brainstorm

and compromises that can satsfy everyone to some extent.

Document

within the workplace.
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Peer Support

Internal Peer Mediation:
Consider choosing trusted hospital team

members as mediators to facilitate conflict
resolution in your hospital when needed. This
approach is applied to non-sensitive issues, like
matters related to unfairness. The effectiveness
of this method relies on the careful selection of
peer mediators, chosen for their exceptional
communication skills and abilities.

30
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Preventing C ict

Radical Candor by Kim
Scott offers valuable
insights into conflict

management by
emphasizing open
communication,
empathy, and direct
feedback.

+ Promotes Open Communication:
Encourages direct and transparent
communication among team members and
leaders, fostering honest discussions and
conflict resolution.

- Builds Trust and Psychological Safety:
Through Radical Candor's caring yet
challenging approach, it cultivates trust
and psychological safety within teams,
enabling open expression of concerns and
opinions without fear of repercussions.

+ Addresses Conflicts Proactively:
Emphasizes timely conflict resolution,

preventing minor issues from escalating
intolarger, harder-to-resolve problems.

Reduces Misunderstandings: Empathetic direct feedback minimizes
misunderstandingsthat lead to conflicts. Open communication
about perspectives and feelings helps find common ground and
resolve differences.

Facilitates Collaboration: Radical Candor fosters an environment
where team members comfortably share ideas and concerns,
promoting collaboration and joint problem-solving.

Provides Clear Expectations: Honest feedback sets precise behavior
and performance expectations, making it easier to address conflicts
related to deviations.

Focuses on the Problem, Not Personalities: Radical Candor
emphasizes addressing issues objectively, not personally, enabling
conflict resolution based on merit, not emotions.

31 32
Encourages Constructive Criticism: Radical Candor . . . . .
promotes valuable feedback for improving skills and Forglvzet{]esst;‘s thefact °|f Undf&rstan;hng a”dw
performance, aiding growth amid conflicts. preventing them fromingering and worsening.
* Leaders should exemplify forgiveness, leading with humility and
y kindness. It acknowledges others, values relationships, and stops
Nurtures a Learning Culture: With Radical Candor, conflicts Forgiveness negative thought patterns from turning into harmful behaviors.
become opportunities for learning and improvement 9 + As Gandhi said, "An eye for an eye will only make the whole world
fostering continuous team growth. blind."
y - Forgiveness breaks the cycle of resentment, allowing teams to
Maintains Relationships: By caring personally and move forward and focus on progress rather than dwelling on the
challenging directly, Radical Candor preserves past.
relationships during conflict resolution, preventing long-
lasting resentments.
33 34

Communication

Wheel

The Communication Wheel

‘Adapted from Alan Gilburg & Martha Spice’sdeas in 1997

=Ae ©
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LEADING AND SUPPORTING AN
INTERGENERATIONAL WORKFORCE WITHIN

A VETERINARY PRACTICE

WELL-BEING & LEADERSHIP

& Saajan Bhakta, PhD (Psychology) | Former Director of Employee Experience at VetCor

Overview

Leading and Supporting an Intergenerational Workforce within a
Veterinary Practice

Saajan Bhakta, PhD

Today, we will:
+ Challenge stereotypes and
preconceived notions

- Explore effective communication
strategies

* Discuss how to develop leadership skills
that transcend generational boundaries

+ Dive into specific generational profiles

+ Address conflicts and how to overcome
challenges

Importance & Context

Similar landscape in
Canada per

Notecard Story
Activity

A, &Townsend, H.G. G. (2022).
Demographicsurvey of private
veterinary practicesin western
Canada. The Canadian veterinary
Jjournal=Larevue veterinaire

canadienne, 63(1), 27-30.

Jelinski, M. D, Schreiner, B, Neale,

AGE OF THE U.S. VETERINARY WORKFORCE IN 2021

SILENTS BABY BOOMERS MILLENNIALS
04 2% 3469 3

§ 83 ¢
Number of veterinarians

89 B4

20

x

500

I

| p
entll (-
T T

Age

YAVMA

Silent Generation: Born
roughly between 1928
and 1945.

Generation X: Born Generation Z: Bom
between 1965 and 1980. between 1997 and 2012.

L § J

Generational

Th e | 1946and 1964 1981 and 1996 2013
. . . . . .

Challenges as
Life Stages

Generations

1928 and 1945 1965 and 1980 1997 and 2012

e

Ipha: Born

Y): Bom between 1981 From aons onviards.

and 1996.
\

¥ + Born
between 1946 and 1965,

* When discussing generational
differences, it's crucial to
distinguish between true
generational issues and life-stage
factors.

+ Society's changes can be mistaken
for generational problems,
blurring our understanding.

 People are in various life stages,
shaping their needs and
preferences. Embracing and
respecting these distinctions
fosters understanding instead of
judgment.
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Initially, you may encounter difficulty in identifying
commonalities between yourself and team members who are
either older or younger.

Nevertheless, despite the apparent contrasts, research indicates
that there are greater similarities than differences among

It's important to note that intergenerational challenges are
li: ividual. generations.

g ions, and not all indi within a generation
will exhibit these traits or face these difficulties.

Dangers of

Ulti most indivi desire in their work,
fair ion, personal i i quality of
life, happiness, and respect.

Research from the University of Minnesota demonstrated that
generations were similar on 7 of the 10 work values that they

studied, which demonstrates more similarities than differences.

Effective communication, understanding, and adapting to Genera | ization
individual needs are essential for bridging generational gaps
and creating a harmonious work environment.

There is value in educating ourselves on the realities different
generations have faced throughout their careers.

A~

Baby Boomers (1946-1964):
- Stereotype: Technologically challenged and
Debunki resistant to change.
* What have been some of the challenges you have come across ebun Ing - Reality: Many Baby Boomers have
leading intergenerational teams in your hospitals? Common embraced technology and adapted to the
+ What are some things you have tried that have worked well? Misconceptions digital age. They have_a wealth of experience
* What are some things that you have tried that have not worked d and a strong work ethic.
well? an

+ How has technology helped or hindered your practice team come Ste reotypes Generation X (1965-1980):
together as a group? . .

- Stereotype: Disengaged and cynical.

- Reality: Generation X is known for their

independent thinking and self-reliance. They

are adaptable and value work-life balance.

[(o)
=
o

Millennials (1981-1996):
- Stereotype: Entitled and lazy.

- Reality: Millennials are a highly diverse
generation, known for their tech-savviness,

1 X - i Baby Boomers:
DEbunkmg entrepreneurial spirit, and commitment to .
. * Experience: Baby Boomers have accumulated
Common social causes. Stl’engths & extensive knowledge and expertise in their
Misconceptions Contributions e bt dedication lovalt
i . . * Worl ic: They exhibit dedication, loyalty,
and Mﬁ%" ol . of Each and a strong sense of responsibility.
- Stereotype: Addicted to technology an . Leadership:
" N N p: Many Baby Boomers possess
Ste reOtYPes lacking real-world skills. Generation valuable leadership skills and are effective
- Reality: Generation Z is characterized by mentors.
their digital fluency, creativity, and global
awareness. They are adept at multitasking
and possess strong problem-solving abilities.
11 12
G::erati;l?X: . o hasd . Millennials:
« Adaptability: Generation X has demonstrate: . - § .
o . N ; * Technological Proficiency: Millennials are often
resilience in the face of rapid changes in the -
Strengths & J Strengths & g nmovstne saons o ons o e
COntribUtiOnS . Pragmatism:Theya_r_e_known fm_'_their practical COntribUtiOnS * Collaboration: They excel in working
problem-solving abilities and ability to llaboratively and thrive in di t
of Each navigate complex situations. of Each ;iv?ro?lrniel\r/\:syan rive in diverse team
i * Work-Life Balance: Generation X values i N - . . .
Generation maintaining a healthy balance between work Generation * Social Consciousness: Millennials actively

engage in social causes and strive to create

and personal life. positive change.

13 14
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Generation Z, or Post-Millennials, grew up in a tech-driven
world. They trust online information due to early device
exposure and have high global awareness from online news
. and social media.
GenerationZ:
* Creativity: Generation Z is highly creative and ‘ .
brings fresh perspectives and ideas to the \ Common As Clients:
table. - Prefer quick online communication.

Strengths &

Contrl bUtIOnS « Tech-Savviness: They have grown upina \ BellefS: - Research pets' health online.
digital Id and d d

of Each . teuggso\lc(vgcalagk”r;ssessa vance GenZ - Like concise info like Millennials.

Generation * Entrepreneurial Spirit: Generation Z

demonstrates a strong drive for
entrepreneurship and innovation.

In the Workplac

- Comfortable with diversity.

- Skilled multitaskers from tech upbringing.

- Competitive, financially motivated, and creative.

Barnette, 2020
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Millennials grew up during a time when the internet and social media became prevalent,
shaping their childhood experiences. Millennials are accustomed to constant access to news
and social media platforms. Building ions, particularly with friends,
holds significant value for them.

Generation X grew up with analog technology but witnessed the internet's
rise during their youth. Influenced by Baby Boomer parents who valued
work, they aimed for better work-life balance. Family is crucial, and they
view work as a means to achieve goals, unlike Boomers who define

As Clients: themselves by work.

Commo - Prefer quick online communication methods, such as texting or messaging apps, over Common
. traditional phone calls or in-person visits. . s Cliont.
o o s Clients:
Bellefs . - Rely heavily on online resources and social media platforms to research their pets' health Bellefs :
. . and treatment optiors. - Prefer email for communication.
Millennials omresiate e 4 easlydisestble information. simiar to Generation 2. Gen X R )
\ppreciate an( y similar to Generation Z. - Like written info via email, not printed handouts.

- Research before vet visits, with potential pros and cons.
In the Workplace:

- Comfortable with diversity and value inclusivity in the workplace, often seeking out diverse
perspectives and experiences. In the Workplace:

- Skilled multitaskers, adept at juggling various tasks simultaneously due to their upbringing - See work as a means to an end.

in a tech-savvy environment. . N
g - Focus on results and ideas, not titles.

- Driven by competition, financial incentives, and opportunities for creativity and innovation

in their work environment. - Introduced "work smarter, not harder" mindset.

Bamett Barette, 2020
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Baby Boomers, post-World War II, embraced economic growth unlike

frugal Depression-era parents. They value authority, hierarchy, and Understanding the Source of Conflict:
work. « Stereotypes and Misunderstandings: Conflicts may arise
. from i ypes, mi: i or
Commo As Clients: Intergeneratlonal misunderstandings, hindering effective communication
i and collaboration.
Be | iefs . - Prefer face-to-face or phone communication. Conﬂ icts
. ik N als f fe * Differing Values and Perspectives: Conflicts can occur

Boomers - Like written materials for reference. when generations have unique values, beliefs, and life

- Respect authority, which can challenge younger professionals. experiences that clash with each other.

. C ication Styles and P : Different

generations may have varying communication styles and
preferences, leading to misinterpretation and conflict.
Understanding these differences is key to finding common
ground.

In the Workplace:
- Known for job loyalty.
- Tend to stay unless compelling reason to leave.

- Consider their work history when interacting.

Bamette, 2020

19 20

Empathy and emotional intelligence are critical tools of
leadership. Management requires people skills.

1. Compromise: Find win-win solutions by addressing
ictil i through i

I nte rg ene rati ona | 2. Education: Increase awareness with workshops about

generational differences, fostering empathy and reducing

Conflicts | conficss What is :
3. ip: Pair different ions in il ﬂ E .
programs for knowledge sharing and relationship building. } ‘ *w:

Research also suggests that putting older and young
workers together helps both groups perform better.

Empathy Compassion

I feel your suffering.

Iwant to relieve your suffering

4. Big Picture: Keep organizational goals in focus to
prioritize collective success over individual generational
agendas.

Engagement

22
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Active Listening in Difficult Conversations

« Active listening is when you are literally
in an active state of listening.

+ Your goal is to be in a psychological
mindset of just hearing what the other
personis saying. This means that you are
not interpreting by using your own lens,
but you are hearing the other person as
an OTHER.

* Active listening requires full attention in
order to be able to really hear the words
that the other person is saying. It also
requires being in a cognitive and
emotional space of curiosity.

+ When listening with curiosity, it doesn’t
mean you agree with the other person,
but you are genuinely interested in their
perspective.

Reflecting

Reflecting: Confirming
understanding by repeating what's
heard.

- In counseling, promptwith "What |
heard you say is..." and check
accuracy.

Slows conversations, enhances
understanding before responding.

- Active listening shifts to
rational/wise mind, aiding
thoughtful responses.

- Active listening makes the speaker
:i feel heard, calming emotions.

23
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Developing

Empathy
(RIAEEE )

+ Journaling: Write down your thoughts, feelings, and experiences in a journal. This helps you gain clarity, process
¥  and

i i

“Why did  react like that?",

. h
"What are my strengths and weaknesses?", or “What am | trying to gain?" Pondering these questions

encourages deep introspection.

for d blind spot:
defensiveness.
+ practicing i h ing, walking, or
breathing. This
and It
ded, d
, emotions, and goals
stimuli can
aging p i P professional
Therapists can tech inyour

personal growth,

cticing
Your flaws and imperfections without judgment or self-criticism.

egular check-ins:
You're feeling, what you need, and whetheryou're aligned with your values and goals.

Empathy
Journal
Prompts

(For reference)

+ Write about a social issue

that act of v acts of kindr

- Descr youfeel? How
same level of

- Think of a person in your ife youstrugel . What mi

* Reflectona made i ppearance, background,
beliefs. person? What can
overcome these biases?

. ¥ the shoes of a hall might they be
feeling? iy P

* Recalla
distracti or can g skills and be more

attentive in future conversations?

stakeholders involved. How does this exercise in perspective-taking contribute to your understanding and
empathy towards different groups?

Put yourselfin their d consi
¥

Reflect on
the impact of your actions on
amends:

+ Think about a person who has had a significant influence on your lfe. What challenges or experiences might

have shaped their beliefs.
choices and actions:

person. How did

life?

* Reflectona How did their

similar situations?

25

Leadingand
Engaging GenZ

L ing Gen Z in the
- Digital Natives: Tech-savvy, expect digital integration.
- Purpose-Driven: Seek meaningful, socially impactful work.

- Entrepreneurial: Value autonomy, creativity, and innovation.

- Constant Learners: Prioritize continuous growth and skill
acquisition.

- Diversity and Inclusion: Value diversity, equality, and inclusivity.

Attracting and Retaining Gen Z:
- Employer Branding: Showcase values, growth, and purpose.

-Tech-Focused Recruitment: Use digital platforms, clear
communication.

- Flexibility: Offer work-life balance and flexible arrangements.
- Mentorship: Provide guidance and coaching for development.

- Competitive Compensation: Align with expectations, consider
unique benefits.

Leadingand
Engaging GenZ

Creating an Environment that Fosters Gen Z's

Growth and Development:

* Learning Programs: Offer workshops,
mentorship, online courses.

Feedback: Regular, constructive feedback,
recognition (Quarterly reviews).

Impactful Tasks: Assign projects for real
contributions and ownership.

Embrace Tech: Use tech tools, encourage
innovation and process improvement.

Nurturing
Millennials'
Potential

Harnessing Millennial Strengths:
- Tech-Savviness: Use their tech skills for innovation, provide modern

- Collaboration: Encourage teamwork and cross-functional projects.

- Adaptability: Involve them in dynamic projects requiring agility.

- Social Impact: Link goals to societal causes, meaningful contributions.
- Entrepreneurial: Support creativity, risk-taking, intrapreneurship.

Promoting Growth and Advancement:
- Continuous Learning: Offer workshops, mentorship, online platforms.

- Skill Diversity: Assign varied tasks for new skills, cross-functional
experiences.

~Clear Progression: Outline career paths, provide feedback, evaluations.
- Leadership Training: Tailor leadership programs for millennials.

- Mentoring: Pair with experienced mentors, encourage reverse
mentoring.

Nurturing
Millennials'
Potential

Millennials' Desire for Work-Life Balance and
Purpose-Driven Work

Flexibility: Offer work-life balance, tough in vet hospitals.

Meaningful Tasks: Align assignments with passions,
emphasize impact.

Feedback: Regular feedback, acknowledgment for
achievements.

Engagement: Create community through programs, social
interactions.

* Social Involve in efforts for

positive impact.

29
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Engaging Gen
X:The Bridge

Gen X Bridging Gap:
- Medi Bridge older-younger gap,

- il igated change, resilience.

- Balance Advocates: Prioritize work-life balance, support flexibility.

- Value

provide opportunities.

- Leadership: Guide, mentor, and lead younger generations.

Engaging Gen
X:The Bridge

Leveraging Gen X's Experience and Expertise to Drive

Organizational Success:

. Sharing: sharing between
generations. Provide platforms and opportunities for Gen X to
share their experience and expertise with younger

through programs, c
collaboration, and reverse mentoring.

Leadership Development: Invest in leadership development
programs tailored to Gen X. Provide opportunities for them to
enhance their leadership skills and take on leadership roles

H H within the organization.
Generation Generation ! e -
) *+ Bridge Generational Communication: Leverage Gen X's role as
Understanding Gen X in Workplace: the bridge generation to facilitate communication and
- Stability: Value security, offer clear paths, open communication. understanding between different age groups. Encourage them
to serve as mediators and facilitators in resolving conflicts and
- Recognition: Acknowledge expertise, provide chances to share. fostering collaboration.
- Support in projects. * Respect and Appreciation: Show respect and appreciation for
Gen X's contributions and experience.
d d 2 2
Boomers' Workplace Value:
- Vast Experience: Acknowledge insights from their career journey.
. Legacy: en Work Environment for Boomers:
Ha rnessi ng the - Work Ethic: Value their commitment and professionalism.
Industry Knowledge: Tap into their understanding of market - Recognition: Appreciate their contributions and celebrate
: - Industry Knowledge: Tap into their understanding of market i
Wisdom ofthe | ndww ee: Top e achievements.
H - Flexibility: Offer part-time, reduced hours, or phased
Boomers - Networking: Utilize their relationship-building skills for Harnessing the etirement.
partnerships. .
WISdom Of the - Project Roles: Engage them in special assignments and
- Problem Solvers: Benefit from their problem-solving expertise. mentoring,
Boomers

G i Sharing:

i - Mentorship: Formal mentorship, sharing insights and guidance.
- Reverse Mentorship: Learning from younger generations.
- Collaboration: Encourage diverse teamwork for innovation.

- Knowledge Sharing Sessions: Organize sharing opportunities.

- Learning: Provide tailored learning and development
opportunities.

- Succession Planning: Identify successors and provide
training.

33

Actionable

Ideas

- Mentoring Program: Pair different generations for knowledge
sharing.

- Team-building Games: Foster collaboration through inclusive
activities.

- Group Projects: Assign mixed-gen teams for cooperative tasks.
- Lunch and Learn: Informal sessions for expertise sharing.

= Volunteering: Bond through community service.

= Buddy Program: Pair for casual lunch or coffee meetups

= Diversity
diversity

: Promote of

- Celebrate Achievements: Recognize milestones and birthdays
across ages.

Strategic Leadership Skills

- Share Wisdom: Encourage knowledge exchange and
mentorship.

- Lead Inclusively: Demonstrate fairness and value all
generations.

- Adapt to Change: Stay flexible, update strategies based
on trends.

- Seek Feedback: Understand needs by listening to all
generations.

3 36
The Cheesecake Factory, a popular restaurant chain, has successfully
C Stud . managed intergenerational workforces by fostering a positive work
ase Stuay 1: and generation’
1BM is a global technology company known for effectively managing Case StUdY 2: 1. Cross-Generational Training and Mentorship: The company offers
m(ergeram‘t‘mga\wmkforde They have implemented various nftiatives to i il ional learning and
promote collaborationand understanding among diferent generations: mentorship. This approach allows employees to share their expertise and
learn from one another, regardless of age.
Reverse Mentoring Progra: IBM introduced a reverse mentoring
unger employees mentor senior execufives on emerging te
Socjal hedia, and chgta irends. This nitiative helps bridge the. gsneratlongap
and allows experienced employeesto learn from younger generati 2. and Career The Ch ke Factory values
its employees' contributions, regardless of their generation. They provide
Multigenerational Task Forces: I8MI creates task forces comprising opportunities for career growth and development, recognizing the
emp\ 0y different generations to tackie specific business challar ng potential of employees from all age groups.
ngi émgstherd erse perspectives, they encourage collaboration an
Knowledge tharing across generations.
3. 0pen Communication Channels: The company maintains open
3, FlexibleWork Arangements: 1BV recogrizes the diverse needs of communication channels where employees can provide feedback and
workforceand offers flexble workoptions such ﬁmé)lleworkandﬂs ble . Thi foyees from diferent
T i e T R e e e g P
different generations. | P to voice their d contribute g
processes.
38
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Case Study 3:

Johnson & Johnson, a multinational healthcare company, has
implemented strategiesto effectively manage its intergenerational
workforce:

The company
forming diverse

employees from different generations. This approach promotes
knowledge sharing, creativity, and innovation.

1 ional Team Cy

2. Employee Resource Groups (ERGs): Johnson & Johnson has established
ERGs that cater to specific generational groups, such as Young

Networks and ionals Networks. These
groups provide a platform for networking, support, and sharing
experiences among employees of similar generations.

3. Learning and Development Programs: The company invests i learning
and development programs tailored to the needs of different generations.
They offer training opportunities that address specific skills and

led i inuous growth and all

age groups.

Interesting Readings

or bridging g

collaboration, and:

9 Workforceby Chip
ndingand managing the millennial generationintt

Workplacs
sticsand dynami
g

Espino;

eby
of different
nggenerational

e 39 40
39 40
Application
Activity
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TRAIN THE TRAINER: EQUIPPING
YOURENTIRE TEAMWITH 4 ESSENTIAL
COMMUNICATION TOOLS

COMMUNICATION IN MANAGEMENT AND PRACTICE

&  Jason Coe, DVM, PhD | Professor, Department of Population Medicine, OVC, University of Guelph

Kat Sutherland, PhD, Postdoctoral Fellow | Relationship-Centred Veterinary Medicine, OVC,

University of Guelph

COMMUNICATION SKILLS FOR
ALL TEAM MEMBERS

Communication skills are essential for all veterinary
team members to support effective team and client
interactions.! While there are many communication
skills that have been identified as applicable to various
interactions in veterinary medicine, there are four that
are often considered “core” skills due to their broad

relevance to any interaction in practice. The core skills are:

open-ended inquiry, reflective listening, empathy, and
non-verbal communication. Rather than being an optional
“add-on,” communication is an important clinical skill that
can be taught and learned by all practice team members
to improve outcomes for the veterinary practice, team
members, clients, and the patients in our care.

PRINCIPLES OF TEACHING
COMMUNICATION SKILLS

Knowledge and/or experience alone do not necessarily
translate into communication performance.? Rather,
communication training requires a process that

involves first systematically delineating and defining

the communication skill to be developed, followed by
opportunities to practice the skill in a small group or one-
on-one format with observation and feedback.2 Once
the skill is in place, a commitment to ongoing awareness
and deepening of the skill in a variety of contexts takes
one’s communication to the next level. There are several
options for experiential communication training in practice,
ranging from low- to higher-risk activities. Therefore, it is
important to start where your learner is, often requiring

great ideasQ
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lower-risk communication training activities (e.g., skill
drills, developing back-pocket phrasing) before moving
into higher-risk activities (e.g., exam room in-the-moment
feedback), which also requires more significant learner
investment and skilled facilitation.

DEFINITIONS AND EXAMPLES OF THE FOUR
CORE COMMUNICATION SKILLS

Open-ended inquiry

An open-ended inquiry is a statement framed in a manner
that invites a client or colleague to share a story, rather
than a question that can be answered in a one-word
response, typically “yes” or “no.”" Allowing clients and
colleagues the opportunity to share their thoughts, rather
than respond to questions that we have deemed to be
important, promotes a more collaborative approach

to these interactions. Questions leading to one-word
answers have their role in information gathering; however,
they typically are best reserved for pursuing finer details
and clarifying information once an opportunity has been
provided to share the initial story. By utilizing well-
phrased open-ended inquiry, veterinary professionals will
be more efficient and accurate in gathering information
from others while ensuring they gain a more complete
understanding of the other person’s perspective.’

Examples:

o “Tell me what Arthur eats in a day, starting from
first thing in the morning right through to the end
of the day.”
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o “What are your thoughts on starting Rory
on parasite prevention year-round?”

. “What remaining questions do you before
we start Sylvester’s physical exam?”

Reflective Listening

Reflective listening first involves attentive listening without
interruption, then paraphrasing back, in the veterinary
professional’s own words, the content or feelings of what
the other person has shared.1 This reflection can confirm
the message has been heard and interpreted correctly and
provides the client or colleague the opportunity to clarify
or add any additional information.

An example:

o Client: “It's so hard to keep him calm, and he
doesn't like the crate. One of us is going to have
to be home with him way more to make sure
everything is fine and he’s healing.”

o Veterinary professional: “It sounds like you're
concerned about the additional time commitment
and pressure this puts on you and your partner.”

Empathy Statements

Empathy is a communication skill that conveys
understanding on the part of the veterinary professional.'
Verbal demonstrations of empathy can build relationship
and help facilitate others’ sharing of further concerns.
Empathy can be broken down into a two-step process: first,
the veterinary professional must gain an understanding
and appreciation for their client’s or colleague’s feelings or
predicament, and second, the veterinary professional must
verbally communicate this understanding and appreciation
back to the other person.!

Examples:

o “| can see that you are really upset about what has
happened to Bingo and you're worried about what
his care will look like going forward; let’s take a
few minutes and revisit some of the other options
available to us.”

. “I know you indicated earlier that the costs associated
with Bella’s surgery are a concern for you; may we take
a few minutes now to discuss these costs?”

Ay
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Non-Verbal Communication

Non-verbal communication makes up as much as 80% of
our message to clients or colleagues and includes several
categories: kinesics, including postures, expressions,
touch, and gestures; proxemics, which includes
interpersonal distance, vertical height difference, angles
of facing, and environmental barriers such as a computer
or patient; paralanguage, which encompasses vocal cues
such as tone, rate, volume, and emphasis; and autonomic
responses, often involuntary reactions including blushing,
blanching, sweating, and breathing.1 Non-verbal
communication skills demonstrate attentiveness and
facilitate relationship-building. Additionally, if verbal and
non-verbal communication are not aligned, the message
of one’s non-verbal cues are likely to overshadow the
content of what is being said. Therefore, it is important

for veterinary professionals to be aware of and attentive
to their own non-verbal channel and what they are
communicating to clients. It is also important to pick up on
clients’ non-verbal cues, and to acknowledge these cues to
avoid assumptions or misinterpretation.

An example of acknowledging a client’s
non-verbal cue:

. “You look uncertain. Tell me what you're thinking
about this treatment option so far.”

REFERENCES

1. Shaw JR, Coe JB. Developing communication
skills for veterinary practice. Hoboken: Wiley-
Blackwell, 2024.

2. Kurtz S, Silverman |, Draper . Teaching and
learning communication skills in medicine.
2nd edn. Abingdon: Radcliffe Publishing, 2005.
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THE ART OF FEEDBACK: OVERCOMING
DIFFICULT FEEDBACK CONVERSATIONS

COMMUNICATION IN MANAGEMENT AND PRACTICE

&  Jason Coe, DVM, PhD | Professor, Department of Population Medicine, OVC, University of Guelph

Natasha Janke, PhD, Postdoctoral Fellow | Relationship-Centred Veterinary Medicine, OVC,

University of Guelph

INTRODUCTION

Veterinary practice is ripe with feedback opportunities
to both motivate or change behaviour. Feedback is

a process where an individual receives information that
is intended to influence future performance.1 Carefully
constructed feedback, that considers an individual
staff member’s own development goals, is empowering.
This said, feedback also can cause significant

harm if constructed poorly or without the other
person’s interests in mind. Therefore, itis important
when we offer feedback, in any context, that we

start by considering a number of key characteristics

of effective feedback.

Effective feedback is:' >

1. Timely

Feedback should be provided as soon as time and the
situation allows, remembering that feedback loses impact
if left for too long.

2. Descriptive rather than evaluative

Evaluation often urges a defensive reaction, whereas
describing one’s observation of another’s behavior allows
you to own the feedback.

3. Specific rather than vague

It is difficult to change behavior if one does not know what
specific behaviour resulted in a specific outcome.
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4. Constructive rather than destructive

Feedback that only serves the needs of the giver can
be destructive and does not take into consideration the
needs of the person receiving the feedback.

5. Directed at behaviours the person can do
something about

Frustration is only escalated when one is reminded of
something they have no control over.

6. Based on observable behaviours rather
than the person

Making assumptions about one’s intention behind a
behaviour can often lead to problems; therefore, it is most
effective to base feedback on observations.

7. A sharing of information rather than the
giving of advice

Feedback is simply your opinion; therefore, it is best to
avoid statements starting with “You should have...”,
“You could have...” or “You need to...”.

DELIVERING FEEDBACK

Having a model for delivering feedback provides veterinary-
team members with a structure to frame their feedback, which
can make the deliverer of feedback more comfortable.?
The Connect — Context, Behaviour, Impact — Dialogue,
Next Steps (C-CBI-DN) model for delivering feedback

can assist veterinary staff in approaching the different
components of feedback in a logical sequence (Figure 1).3
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Describe the
behaviour, as
Identify the if captured
context to by a vidgo-
which the camera
Make a feedbackis
connection being applied
and build
rapport

I Connect

I Dialogue
Impact

Behaviour l
I Context I

Create a plan for
moving forward -

Explore the what might be
person’s changed or done
thoughts on again
Identify the or reaction to
outcome/ the feedback
impact of the Next steps

behaviour

Figure 1: The C-CBI-DN Model for delivering feedback

In addition, this model can be used to provide balanced
feedback that includes using it for both behaviours that
worked well (to encourage individuals to keep doing)
as well as behaviors that could be modified or further
developed to achieve the outcome wanted.

PEARLS FOR COMMUNICATING FEEDBACK

Display your commitment to the relationship while
offering feedback by incorporating relationship-building
communication skills. To build trust while offering
feedback, consider the acronym PEARLS,* which focuses
on six relationship-focused communication tools:

Partnership — “How can | be most helpful to you
as we work together?”

Empathy - “I can see that this has been an area
of concern for you.”

Acknowledgement - “l recognize this is a lot of feedback.”

Respect - “l give you a lot of credit for seeking
this feedback.”

Legitimization — “Most people find this to be
achallenge at first.”

Support - “I'm going to be here, for us to work
together on next steps.”
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RECEIVING FEEDBACK

Providing effective feedback is not only dependent

on how the feedback is delivered, equally important

is how the feedback is received. This can depend

on the receiver’s mindset and perceptions toward
feedback.1 If feedback is approached from a fixed
mindset, it can be viewed as a threat or hostile action,
often putting the person on the defensive. If feedback is
approached from a growth mindset, it allows a person
to reframe challenges into opportunities. Creating

a clinic environment where feedback is routine, and
approached from a growth mindset, encourages a
practice culture where feedback is routinely sought to
nurture growth and ongoing team development.1 When
providing feedback it is important to take a moment

to understand how your feedback has been received,
by eliciting the other person’s response or reaction to
your feedback. This provides space for dialogue, which
can help to identify and support a team member that is
moving toward a flight-or-fight reaction by revisiting how
the feedback was delivered and reframing the feedback
in a way that is more likely to support openness,
engagement and acceptance by the receiver.
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To support how feedback is received:'

1.
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Encourage clarifying questions, to prevent
misinterpretation.

Provide additional examples, to create a clearer
picture of the feedback and to support development
of next steps.

Seek additional perspectives, which may involve
further observation, coaching and feedback from
you or others.

Brainstorm new ideas or approaches together,
rehearse them and then try them out live.
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KNOWING YOUR CLIENTS' ‘WHY":
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VETERINARY CARE
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UNDERSTANDING PERCEPTIONS OF VALUE

Veterinary medicine is a profession where most pet owners
pay for veterinary care out of pocket. As a result, a potential
conflict of interest inherently exists with respect to the
reality that veterinary professionals directly influence the
care a patient receives, and the fact a veterinary practice
receives more compensation by providing more care.! It
has been found that some pet owners are suspicious of the
motivations behind veterinary care recommendations,?3
arising in part from the fact that veterinary medicine is

both a healthcare profession and a business. As a result

of this conflict, clients may question whether a veterinary
professional’s recommendation is being driven by business
motivations or by the health-care needs of the animal.
Likely adding to this challenge is evidence that suggests a
disconnect between how veterinary professionals and their
clients perceive the value of veterinary care. To address
this challenge, it becomes imperative that veterinary
professionals attend to this potential conflict by proactively
working to understand their client’s perception of value in
order to communicate the value of a recommendationina
way that attends to their client’s perception.
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PRESENTING FEATURES, FUNCTIONS,
AND BENEFITS

Conveying the value of a recommendation can include
discussion of features, functions, and benefits. Features
are the "what” - the time, product, or service that is being
offered to a client and patient. Functions are the “how”

- the process by which the feature works, or the medical
information that will result from the time, product, or
service. Benefits go beyond the feature and function to
encompass the “why” by describing the desirable outcome
to the health and wellbeing of the patient that may result
from the time, product, or service and its function.*
Observational research has found that, when discussing
the cost of veterinary care, veterinarians most often frame
the value of the care they are offering in relation to their
time and service without communicating the value being
offered to the future health and wellbeing of the animal.>
6 To communicate the value of veterinary care in a way
that is relevant and meaningful to clients, it isimportant to
consider going beyond simply conveying the time, service,
or products being offered and communicating the value
of that time, service, or product to the overall health and
wellbeing of the client’s animal.
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Feature Function Benefit

Radiographs Identifies a fracture Confirms action needed to return pet to normal function and health
(including pain reduction)

Bloodwork Assesses function of several organs Confirms if action is needed to maintain pet’s safety and health

Therapeutic
weight loss diet

Promotes weight loss while meeting
nutrient requirements

Supports pet feeling satisfied, and reduces risk of obesity-related
diseases in the long term to promote health and increased lifespan

EXPLORING OPTIONS FOR CARE

Research indicates that most pet owners want to be
presented with all of their options for veterinary care for
their animal, regardless of cost.” Research also suggests
that in contrast, veterinarians will often initially present
clients with only the option that they deem to be most
appropriate at that time.8 A joint exploration of the
available options, where the veterinary professional

and client participate and share in the decision-making
process, would allow the veterinary professional to offer
their medical expertise and the client the opportunity

to share their own expertise including what they

value for their pet and value based on their personal
circumstances. By drawing on the perspectives and
expertise of both the veterinary professional and the
client through this collaborative approach to decision-
making, there is the potential to strengthen client
commitment and adherence to the decided upon course
of action.

Examples:

. “There are 3 options available. Each has different
benefits and disadvantages, which | would like to
go over with you...”

o “Based on the information you shared with me
earlier, I've been able to come up with a few options
for changing Misty’s diet that | would like us to
review together...”

TOOLS FOR COMMUNICATING THE VALUE

While communicating the benefits to a pet’s health and
wellbeing is important to attend to clients’ perception
of the value of veterinary care, costs are also important
to communicate to allow clients to make informed
decisions and to obtain informed-client consent. Written
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estimates can be useful tools to facilitate cost discussions;
however, research suggests they are not frequently used
to support these with clients during appointments.>© It

is also important to recognize that estimates are often an
itemized list of the time, services, and products being
offered, and should be accompanied with a conversation
that explains the value of each to the patient’s overall
health and wellbeing. Presenting a client with an estimate
without additional discussion may not effectively
communicate costs in a way that aligns with a client’s
perception of value.

Another tool for communicating the cost and value

of veterinary care is the “Value Matrix,” which was
developed from the clinical communication program

at the Ontario Veterinary College and can be used

to describe existing options, along with their various
advantages and disadvantages to the patient and

client, in a client-friendly manner that includes cost.®
The Value Matrix is a communication tool that involves
presenting evidence-based options in a way that takes
into consideration a client’s perspective and financial
resources. After gathering a comprehensive history;, all
of the relevant diagnostic or treatment options are listed
vertically along the left-hand side of a whiteboard or
piece of paper, with the advantages and disadvantages
listed horizontally across the top.*° Next, in conversation
with the client, various symbols are used to fill in the
matrix to illustrate which advantages and disadvantages
are associated with each option, incorporating both the
client’s and veterinary professional’s perspectives. The
final step is to list the costs associated with each option
down the far right-hand side of the whiteboard or piece
of paper.*? In taking this approach, each option’s value as
it relates to the client and their animal is presented prior
the financial costs and allows the client to make a fully
informed decision.
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INTRODUCTION

Each veterinary practice likely follows a different
cadence with respect to team meetings, department
meetings, hospital rounds, and/or team huddles.
Nevertheless, integrating evidence-based practices into
meetings can help to fully engage team members, lead
to more inclusive meetings and get the most out of your
team. Research conducted across a variety of industries
suggests that the process used in team meetings can
impact both team and organizational outcomes, such
as team productivity and organizational success (e.g.
turnover, number of employees, innovation, etc.).’
Extrapolating from human medicine, daily team huddles

positively impact teamwork through improved team
communication, co-ordination and collaboration, as
well as team process outcomes, such as enhanced
efficiency.?3 Further, the implementation of multi-

role team huddles demonstrate a positive impact on
patient safety.* Although research on team meetings
in the context of veterinary medicine remains scarce,
it benefits veterinary teams to actively review their
meeting processes on a regular basis and utilize
methods that have been shown to enhance outcomes.
Drawing from existing evidence, below are a few
strategies for approaching team meetings to consider:

(=)o (=)

(=) (=

Figure 1. The structure of a team meeting
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PREP YOUR MEETING

1. Establish an Agenda

Develop a meeting agenda, create a process for team
members to provide input on agenda items, and whenever
possible make it available to the team before the meeting.
Perceptions of meeting quality are significantly higher
when a formal agenda is available in advance of the
meeting.® For formal meetings, an agenda can be sent to
the team beforehand. For routinely scheduled meetings,
rounds, or team huddles, establish a routine agenda or
create a meeting board visible to the whole team. To help
with time management, consider adding time allotments
to your agenda.

2. Determine Ground Rules

Ground rules are a set of expectations (i.e. the code of
conduct) that will be followed during a meeting to enable
productive collaboration and improve group behaviours.
Ground rules benefit the meeting process, as they allow
for quick identification of dysfunctional group behaviours
and create a sense of shared responsibility forimproving
group interactions. While procedural ground rules, such as
no cellphones in meetings, or starting and ending on time,
can help the meeting process, behaviour-based ground
rules (e.g., having a growth mindset) lead to more effective
group processes.® Ground rules are most effective when
co-created with your team to gain buy-in and should be
reviewed regularly.

OPEN YOUR MEETING

1. Introductions

Formal introductions are often used when there are new
team members joining the meeting and may consist of
introducing preferred names, pronouns, and relevant
background information, such as role in the practice. In
routine or regular team meetings (e.g., rounds or team
huddles), introductions are also important to identify an
individual’s role on the team that day and to help support
a culture where team members become accountable

for their role.” This may be particularly helpful in large
hospital settings, or for roles that are scheduled for
specific responsibilities during a shift. For example,
“Good morning, I'm Sarah, the RVT working as pharmacy
technician until 3 pm today.”
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2. Create a Connection / Check-in

Initiate a quick, yet formal check-in process during your
meetings or daily rounds/huddles to help identify any
potential roadblocks that may be impacting your team.
For example:

. What is one word you would use to describe your
week?
° What is important for the team to know right now,

that you feel is impacting your work?

J On a scale of 1to 10, how are you showing up
today? (1 -1 want to run out the door to 10 — could
not be doing better)

Probe team members’ responses to learn more, as
appropriate.

Appreciative inquiry is a process for promoting positive
change by allowing people to focus on what is working
well and engaging them in identifying their strengths.?
Appreciative inquiry can also be used to create a
connection at the start of a meeting by using a question
geared toward personal, professional, or organizational
strengths. For example:

d What is a recent win or highlight from
your department?
. Tell us something that made you feel valued

in the last week.
. What is a goal you are working towards right now?

. Share a strength that you bring to your work.

3. Review the Agenda

Whether your agenda was prepared in advance of the
meeting, or you are following a standard process in your
meetings, remember to review the agenda toward the
beginning of the meeting.
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MANAGE THE MIDDLE OF YOUR MEETING

1. Listening First: Starting with Others’ Perspectives

“The art of conversation lies in listening” — Malcolm Forbes

When it comes to the meeting middle, where core agenda
items will be discussed, meeting leads and/or leadership
often benefit from hearing from others first. By starting
with other’s perspectives, we understand where they are
in their thinking, which often provides crucial information
to inform the most appropriate approach for leading the
discussion. Being also aware of whose voice is missing from
the discussion is also important for increasing inclusion

on decisions (e.g., Who is not in the meeting, that should
be for this discussion?). Meeting leads should also pay
attention to how team members are engaging in the
discussion - Is one person dominating the conversation?
Whose voice from the group has not been heard?

2. Utilize Communication Skills to Help Manage Time

Several key communication skills can be used by the
meeting lead to help the team stay on track, by providing
structure to the discussion, and to assist with time
management. To create an equal opportunity for team
members to develop their communication and leadership
skills, it can be beneficial to rotate who will be leading
each meeting.

Key communication skills to assist with leading team
meetings:

Asking permission: checking in to see if the team is ready
to move forward.

. e.g. We have 5 minutes remaining, can we transition
to brainstorming how we want to approach being
short a technician today? [pause]

Signpost: a transition statement used to mark where
the discussion has been and/or where it is going next
by outlining the direction of the conversation or
signaling a change in topic.

. e.g. We will take the next 2 minutes to review
today’s schedule.

Summarize: a review of multiple pieces of information,
pulling everything together. Summarizing can be used
at various points throughout a meeting to draw together
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salient points as well as at the end of a meeting to
emphasize the most important takeaways.

o e.g., Torecap: because we are down a technician
everyone has agreed to take on one extra
responsibility today, we have also reviewed today’s
appointment schedule to see where we still have
openings for any emergencies, and everyone has
been assigned a time throughout the day to take
their lunch break. What has been missed?

CLOSE YOUR MEETING

1. Forecasting & Summarizing

To keep your meeting on time, acknowledge that the
meeting will soon come to a close (e.g., we have 5 minutes
remaining) in order to leave room for any outstanding
topics that need to be addressed. As you approach the last
couple of minutes use signposting to transition into the last
portion of your meeting, which commonly consists of a final
summary to capture key meeting points and to review the
agreed upon action items moving forward (e.g. “Before we
wrap up at 3 pm, I'm going to review the key points from
today’s meeting, and all of the action items we have”).

2. End with Gratitude

Both collective and relational gratitude have been found
to be directly related to job satisfaction and indirectly
related to job performance.® Collective gratitude is the
compilation of different dimensions of gratitude that can
exist within a workplace, including gratitude expressed
from management to employees or gratitude between
colleagues, and which fosters a positive organizational
culture. Relational gratitude can also be a source of positive
emotion, for example gratitude received from clients.
Injecting gratitude into team meetings has been found to
improve team members physiological response to stress
and improve subsequent task performance.”®

oo

2024 OVMA Great Ideas Conference | 87



REFERENCES

1.

{ﬂ’;&w ONTARIO

A

Kauffeld S, Lehmann-Willenbrock N. Meetings matter:
Effects of team meetings on team and organizational
success. Small Group Res

2012;43:130-158.

Rowan BL, Anjara S, De Brun A, et al. The impact of
huddles on a multidisciplinary healthcare teams’
work engagement, teamwork and job satisfaction: A
systematic review. | Eval Clin Pract 2022;28:382-393.

Pimentel CB, Snow AL, Carnes SL, et al. Huddles and
their effectiveness at the frontlines of clinical care: a
scoping review. | Gen Intern Med 2021;36:2772-2783.

Franklin BJ, Gandhi TK, Bates DW, et al. Impact of
multidisciplinary team huddles on patient safety:
a systematic review and proposed taxonomy.
BM] Quality &amp;amp; Safety 2020;29:1.
Available at: http://qualitysafety.bmj.com/
content/29/10/1.2.abstract.

Cohen MA, Rogelberg SG, Allen JA, et al. Meeting
Design Characteristics and Attendee Perceptions
of Staff/Team Meeting Quality. Group Dynamics
2011;15:90-104.

VETERINARY
MEDICAL

Y i great ideasQ
(@” ASSOCIATION

CONFERENCE

Schuman S ed. The IAF Handbook of Group
Facilitation: Best Practices from the Leading
Organization in Facilitation. Jossey-Bass; 2005.

Glymph DC, Maria Olenick D, Salvatore Barbera

R, et al. Healthcare Utilizing Deliberate Discussion
Linking Events (HUDDLE): A Systematic Review.; 2015.
Available at: www.aana.com/aanajournalonline.

Armstrong AJ, Holmes CM, Henning D. A changing
world, again. How Appreciative Inquiry can guide our
growth. Social Sciences and Humanities Open 2020;2.

Cortini M, Converso D, Galanti T, et al. Gratitude
at work works! A mix-method study on different
dimensions of gratitude, job satisfaction, and job
performance. Sustainability (Switzerland) 2019;11.

. GuY, Ocampo JM, Algoe SB, et al. Supplemental

Material for Gratitude Expressions Improve
Teammates’ Cardiovascular Stress Responses. | Exp
Psychol Gen 2022.

oo

2024 OVMA Great Ideas Conference | 88


http://qualitysafety.bmj.com/content/29/10/1.2.abstract
http://qualitysafety.bmj.com/content/29/10/1.2.abstract
https://www.aana.com/practice/aana-journal/

OVMA — GREAT IDEAS CONFERENCE 2024

6001

UNLEASHING YOUR TEAM'S CREATIVITY

INNOVATION & CHANGE

Q Lee-Anne McAlear, HonsBA | The Centre of Excellence in Innovation Management Program Director,

Schulich Executive Education Centre Program

In today's wildly changing business landscape, the
imperative for innovation and creativity has never

been more pronounced. The World Economic Forum's
most recent Job Study underscores this reality, placing
creativity and innovation among the top five skills
needed for success in the 21st century. Creativity and
innovation play a vital role in driving sustainable growth
and differentiation.

How do leaders harness people’s creativity and agency?
Understanding the nature of creativity, and how it

shows up at work and in life can enhance people’s

work experience and improve business results. The
FourSight Creative Problem-Solving Process is one proven
methodology designed to harness the collective creative
potential within organizations. At its core, Foursight
emphasizes the recognition and utilization of four distinct
creative preferences: Clarifiers, Ideators, Developers,
and Implementers. By understanding and leveraging
these preferences, teams can unlock a wealth of diverse
perspectives and approaches to problem-solving.

Clarifiers excel at defining problems and gathering
relevant information, ensuring a comprehensive
understanding of the challenges at hand.
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Ideators thrive in generating a myriad of novel ideas and
solutions, pushing boundaries, and exploring uncharted
territories.

Developers excel in refining and enhancing promising
concepts, bringing them to fruition through meticulous
planning and execution.

Implementers, on the other hand, specialize in
translating ideas into action, driving projects forward
with precision and efficiency.

Each stage of the Foursight process plays a critical role
in driving innovation—from problem identification to
solution implementation.

Moreover, it's essential to equip teams with a toolbox of
creative techniques to facilitate ideation and innovation
effectively. Techniques such as brainstorming, mind
mapping, and lateral thinking can stimulate creativity,
encourage divergent thinking, and unearth ground-
breaking ideas. By providing the necessary resources
and support for creative exploration, veterinary
businesses can unleash the full potential of their teams
and delight their clients.
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THE DESIGN THINKING IN ACTION

INNOVATION & CHANGE

Q Lee-Anne McAlear, HonsBA | The Centre of Excellence in Innovation Management Program Director,

Schulich Executive Education Centre Program

In the ever-evolving world of veterinary practice,
innovative problem-solving methodologies are
essential. Design Thinking is a powerful approach that
not only tackles immediate challenges but also fosters
long-term resilience and growth.

At its heart, Design Thinking is all about people.
It puts empathy, creativity, and continuous
learning at the forefront to effectively address
complex issues. The process unfolds through
five interconnected stages:

Empathize: Dive deep into the needs and desires of
both pet owners and staff members. Understand their
pain points, dreams, and behaviors.

Define: Synthesize insights gathered from empathetic
exploration to pinpoint the key challenges and
opportunities.

Ideate: Let the ideas flow freely without constraints.
Encourage out-of-the-box thinking and collaboration to
explore a multitude of solutions.

Prototype: Transform the selected ideas into tangible
prototypes or experiments. Test them rapidly to gather
feedback and refine concepts.

Test: Roll out refined solutions in real-world scenarios.
Collect feedback, iterate as needed, and keep refining
until you achieve the best outcomes.
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What sets Design Thinking apart is its focus on the user,
experimentation, and continuous improvement. Unlike
traditional linear approaches, Design Thinking thrives in
the face of uncertainty, offering a flexible framework that
adapts to evolving circumstances.

For veterinarians, practice owners, and staff, Design
Thinking brings immense value. It deepens the
understanding of client needs, leading to increased
satisfaction and loyalty. By fostering a culture of
innovation, it empowers team members to contribute
fresh ideas and solutions. Moreover, its iterative nature
enables swift adaptation to changing market dynamics,
ensuring agility and resilience in uncertain times.

Design Thinking isn't just a methodology—it's a
strategic toolkit for navigating the complexities of

the veterinary industry with empathy, creativity, and
resilience. By embracing this human-centered approach,
businesses can uncover new opportunities for growth,
differentiation, and sustainable success.

oo

2024 OVMA Great Ideas Conference | 90



OVMA — GREAT IDEAS CONFERENCE 2024

6003

THE POWER OF A CREATIVE CLIMATE

INNOVATION & CHANGE

Q Lee-Anne McAlear, HonsBA | The Centre of Excellence in Innovation Management Program Director,

Schulich Executive Education Centre Program

The role of organizational culture in business success
cannot be overstated. It serves as the linchpin
connecting strategy execution, employee engagement,
and client satisfaction.

Culture isn't just a buzzword; it's the invisible force
driving every aspect of our organization. As Peter
Drucker famously said, "Culture eats strategy for
breakfast.”" However, let's not stop there—culture eats it
for lunch and dinner, too. Unlike strategy, which can be
crafted and adjusted, culture permeates every facet of
our organization, influencing behaviors, decisions, and
outcomes. It's the collective beliefs, values, and norms
that shape our identity and guide our actions.

On the other hand, climate represents the tangible
aspects of our organizational environment—the "feel"
of the workplace. While culture is enduring and deeply
ingrained, climate can fluctuate based on immediate
factors like leadership style, policies, and interpersonal
dynamics. While both are essential, it's the alignment
of culture and climate that creates an environment
conducive to success.
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Ekvall and Isaksen research into the dimensions of a
creative climate developed a framework designed to
foster creativity, innovation, and employee satisfaction
within organizations. These dimensions encompass
factors such as challenge, freedom, idea time, playfulness/
humor, conflict, idea support, risk-taking, debates, idea
implementation, and trust/openness. By prioritizing these
dimensions, we cultivate an environment where employees
feel empowered to contribute their best work, driving
organizational excellence.

By nurturing a creative climate, we can unlock the full
potential of our employees, driving strategy execution
and enhancing client satisfaction. When employees feel
challenged, supported, and valued, they become more
engaged, innovative, and committed to achieving our
collective goals. Moreover, a positive organizational
culture radiates outward, enhancing our reputation,
attracting top talent, and fostering long-term client
relationships built on trust and excellence.
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LEADING INNOVATION: APATHTO
DRAMATIC IMPROVEMENT

INNOVATION & CHANGE

\!J Lee-Anne McAlear, HonsBA | The Centre of Excellence in Innovation Management Program Director,

Schulich Executive Education Centre Program

Innovation is undeniably crucial for business success, yet a
recent McKinsey poll revealed a stark reality—while 84%
of leaders believe in its importance, a staggering 94%
are dissatisfied with their innovation performance.

This glaring gap between aspiration and execution calls
for a fundamental shift in how we approach innovation.

It's time to challenge conventional notions of innovation
and embrace a new paradigm—one that views innovation
not as a lofty ideal or only a technological play but as

a disciplined approach akin to other organizational
functions like sales, marketing, accounting, and
operations. According to Dr. David Weiss, author of
"Innovative Intelligence," leading innovation requires

a unique blend of analytical (IQ), emotional (EQ), and
innovative (Innovation 1Q) intelligences, along with a
strategic and tactical skill set.

To improve innovative results dramatically, we must
rethink our approach to innovation:

Define Innovation: Start by revisiting how we

define innovation. It's not limited to breakthrough
inventions; rather, it encompasses a spectrum of
activities, from incremental improvements to disruptive
transformations. By broadening our understanding of
innovation, we open ourselves to a wider range

of opportunities for growth and evolution.

Ay
L0 oo, o)
z WZ@ MR great ideas
\ My ASSOCIATION CONFERENCE

Engage Stakeholders: Innovation is a collaborative
endeavor that requires active engagement from diverse
stakeholders across the organization. From frontline
employees to C-suite executives, everyone has a role
to play in driving innovation forward. By fostering a
culture of inclusivity and openness, we can harness
the collective intelligence of our teams and unlock
innovative potential.

Adopt a Systematic Approach: Leading innovation
effectively demands a systematic approach. Begin by
identifying the levels and types of innovation needed to
achieve strategic goals. Next, evaluate the implications
of innovation on resources, processes, and culture, and
devise strategies to mitigate risks effectively. Finally,
execute innovation initiatives through cross-functional
teams, fostering a collaborative environment where
experimentation is encouraged, and failure is viewed
as a stepping stone to success.

Innovation isn't a mystical endeavor reserved for a
select few—it's a discipline that can be cultivated

and nurtured within our organizations. By rethinking
our approach to innovation, embracing diverse
perspectives, and leveraging our analytical, emotional,
and innovative intelligences, we can drive growth,
resilience, and competitive advantage.
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